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INTRODUCTION 



Purpose of tho study 

The technological explosion of recent years has had an enormous 
impact on the concepts of warfare utilised by our military. The use of 
nuclear energy, supersonic aircraft, and guided missiles has considerably 
altered the basic structure of our military organization. The rudimentary 
skills that were basic to tho conduct of war have been replaced by highly 
technical and scientific systems. To operate and maintain these modern 
systems both efficiently and effectively, the military has had to concentrate 
on recruiting and retaining competent personnel who can be quickly trained 
as highly skilled technicians. 

Since this explosion was not limited to the military alone and other 
segments of the economy were also affected, the military and private industry 
were placed in direct competition for tho skilled manpower available. The 
military has run a poor second in the acquisition of these skills. Private 
industry has long realised that major considerations in gathering an 
effective work force must include attractive incentives. This entails a 
wage scale that koeps pace with our changing economy and positive measures 
to enhance the prestige of lower and middle management. 

The military has encountered many problems in trying to keep its 
incentives at the same level as private industry. Ha ny of its highly skilled 
technicians have been attracted by tho benefits offered in private industry 
and have loft the service. Tho military, with a considerable loss in its 
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trained and experienced personnel, has utilised a rapid promotion system 
to oak© tho service more attractive as a career. Therefore, potty officer 
grades have been filled with inexperienced persons who lack the maturity 
and qualities of leadership desirable to assumo the responsibilities of 
these grades. Consequently, these responsibilities have been delegated to 
junior commissioned officers. This fact has had a detrimental effect on 
the status and prestige of the petty officer. 

Today, these problems still remain unrenedied. Many of our highly 
skilled technicians are leaving the service at the end of their first term 
of enlistment for jobs in private industry which are more attractive with 
regard to both salary and prestige. 

With these problems in mind, this study proposes and examines tho 
advantages and disadvantages of a new type of enlisted advancement system 
for the Navy. Tho entire structure is proposed to bo spaced over a period 
of twenty-five years so that a man will bo able to continue to advance to 
higher levels throughout his career. This system will expand the length 
of time spent within each grade so that a man may gain additional experience 
before he has to assume the responsibilities of a higher grade. V&thin 
each grade will be stop levels, similar to those in the Federal civil 
service, at which point a man can achieve a pay increase based on his 
technical skill. The system will also have a wage scale that is comparable 
to tho same levels of responsibility in private industry. 

Plan of fresontatlon 

The purpose of this study is to propose a iiavy advancement system 
which will encourage the retention of highly skilled personnel. 
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In Chapter I, the problems of retention of highly qualified 
personnel are discussed. It 13 shown that the military services need to 
become more competitive with private industry in the labor market in order 
to retain skilled technicians. 

The present advancement system and its deficiencies are explained 
in Chapter II, Among the points brought out in this chapter are that too 
rapid advancement produces inexperienced petty officers, a lack of 
comparability in compensation between the military and civilian industry, 
and a need for billet analysis in every rating. 

The proposed advancement system and its distinguishing features are 
explained in detail in Chapter III, A promotion system for producing 
responsible petty officers, a competitive wage scale, and a continuance 
rate to produce satisfactory manpower flow within each rating are examined 
in this chapter. 

The scope of the problem and tho methodology utilized in conducting 
a survey with regard to tho proposed advancement system are discussed in 
Chapter IV. 

Iho proposed system is evaluated by analyzing the survey which was 
conducted with regard to tho system in Chapter V. 

A general summary with conclusions and recommendations is prosented 



in the last chapter 



CHAPTER X 



THE ENLISTED RETENTION PROBLEM 



Developing the Skilled 

"There was a tine when our readiness could be maintained with fewer 

1 

hard- to- train technical personnel"; however, today's wars are fought with 
exotic weapons systems which must be manned and maintained by highly skilled 
technicians. "As we continue to introduce and operate more complex weapons 

systems, our critical dependence upon technically proficient, experienced 

2 

people will become even more pronounced." Developing this type of individual 

requires a high quality input to training, an extensive training program, 

and a long period of on-the-job training before ho can be considered skilled 

3 

enough to man and maintain a weapon system efficiently and effectively. 

A newly trained recruit going into a job as a replacement cannot do the job 
as satisfactorily as the nan who has several years experience . The more 



■^Admiral David Lamar McDonald, "Selected Excerpts from Statement on 
Fiscal fear 1966 Budget before the Defense Subcommittees on Appropriations," 
quoted in Fiscal Zoar 1966 Department of tho Haw Budget Digest. Laval Supply 
Office Publication No. 1355 (Philadelphia, Pa.; Naval Supply Depot, 1966), 
p. 19. 



2 

Paul Honry Nitze, "Statement before the Defense Subcommittee, House 
Corsnlttoo on Appropriations," quoted in Fiscal Year 1965 Department of the 
Navy Budget Digest. Naval Supply Office Publication No . 1355 (Philadelphia , 
Pa.: Naval Supply Depot, 1965) , p. 10. 

3 

• 'Report to the Secretary of Defense by tho Defense Advisory Committee 
on Professional and Technical aW>onsation for Military Personnel (Piashlngton » 
U, S. Go vernaent Printing Office, May, 1957), p. ^3. 
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4 

complex tho weapon syst m, tho longer tho training period must bo. 

Obtaining a propor rotura fron a technician *ho has boon trained at ono of 

the Navy service schools requires a substantial period of productive sorvico , 

This retention period is not being realised to any acceptable economic 

degree, especially with regard to the technicians wiio requiro tho noro 

5 

lengthy and costly training. 

A recent study conducted on tho sonar technician rating, one of tho 
most critical ratings in tho Navy today, illustrates the significance of 
this statement. Information gathered from tho fleet end sonar school 
personnel has indicated that the primry responsibility for maintaining and 
operating sonar equipment lies with pay grades E-5 end £-6. Cue to the 
low reenlistnont rates, it is within these two grades that the most critical 
shortage lies, Rost sonar technicians (ST) aro t-'iird (F—4) or socond (E-5) 
class petty officers at tho end of their first four-year enlistment. 
Approximately cighty-flve per cent of these men fail to rocnlist which leaves 
few mm available for advancement to second (3-5) and first (£-6) class 
levels.^ 

In addition to this shortage, tho experience level of the personnel 
in pay grade E-5 may be insufficient. Tho minimum time required for 

II 

3voretto E. Johnston, Jr., Preliminary Report on Identifying 
Retention- iolated Variables. A Report to tho U, 3. liaval Personnel Research 
AcHviiy (dan iiego, C^oliTT: 0. S. Naval Personnel Lioocarch Activity, 
December, 1964), p. 1. 

^Reoort to the Secretary of Defense on Professional and Technical 
Compensation for Military Personnel, op. dt .. p. %#. T 

^Esnry C. RosicLcy, Sonar Technician Ratir.n; ; General Analysis of 
Problem Areas. A Report to the Naval Personnel Systems Research Department 
(viishington: Personnel Research Laboratory* January, 19 66), pp. 3-4. 
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advancement to E-5 is twenty- seven months; hovwvor, approximately throe 
and a half years ar© required to attain tha formal training and on- tho- job 
oxperionco ncconsary to bocono sufficiently qualified to tachnioally 
naint?An sonar equipment, Therefore, individuals can advance to the STG2 
(Sonar Technician Surf aco , Second Class) level as i*iah as a year prior to 
being fully qualified to parfora technical maintenance, (Sea Appendix A, 
fable 1.) At the sano time, it is those personnel, in many cases, tdv> must 
perform work for which thoy do not have the proper amount of exporionoe 
due to a lack of oxporioncod porsoanol at higher grade levels. In fact, 

* 

many senior sonar nen aboard ship are second and third class petty officers. 

Because tharo is insuffieiont time during tho first enlistment to 
develop tho ability to evaluate visual and audible sonar contact information 
And tho ability to make accurate classifications, many sonar technicians 
do not bo con* proficient within this time. Hence, the job of performing 
tho work must be assunod by senior petty officers. Since the majority of 
sonar technicians do not remain in tho Navy, it becomes apparent that tho 
efficiency of tho sonar equipment is not in all instances fully realised 
because there are insufficient numbers of skilled petty officers to do the 
job. 

"In stanary, tho Navy's capital investment in ST's is hi$i during 
their first few years in the Navy, First term ST's receive considerable 
formal and on-the-job training while tho service that they provide is 
limited both in length and quality. It appears evident that the Navy does 
not receive an equitable return on its investment over the first four-year 
enlistment. Further, it is questionable whether the 15$ of surface ST's 
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that roenlist are able to provide sufficient return in services to 

8 

compensate for the lose sustained on the 85> tJiat do not roenlist." 

Since we live in a relatively free and dceiecratic society, individuals 

cannot ho compelled to remain in a peacetime armed service any longer than 

the ndnimua length of tine required by law; therefore, the Navy must 

attempt to retain tho skilled and tho competent by tho use of tho laws of 

supply and demand, This fact necessitates offering to the men when the Navy 

wishes to retain the benefits and prestige comparable to tho so found in a 

9 

civilian job with the sane duties and responsibilities . 

Retention; Quality not Quantity 

Tho modern military manpower problem in its simplest form is one of 

retaining quality and not quantity since total numbers of people available 

are not tarue measures of our defense capability. The Navy has found that it 

10 

has been hard-pressed in keeping an appropriate supply of skilled manpower. 
The man who has acquired military skill of a technical nature during the 
period of his first onli 3 tmont represents a substantial investment by tho 
government. "Low retention is expensive . Every man in the Navy represents 
an investment based on tho cost of training a replacement, but this is not 
the only loss when a man with what we call a 'hard skill' leaves the 
service. To the bare training cost must be added a value for his accumulated 
experience, his talent in his job, During 196h, 21,600 men possessing 

8 Ibid.. p. 6. 

Mouort to the Secretary of Defense on Professional and Technical 
Compensation for Hilita^' F^rscn'i'i^l . on, clt, . p. 

10 Ibid.. pp, 5-6, 
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critical hard, skills left tho i'iaval Service. Our monetary loss \ma not 
only great, bat there was a concurrent parlour, effect upon Fleet 
readinoss. ,, ^‘ 

The return on this investment will bo measured by hew? many of these 

qualified end desirable personae?- elect to reenllst. The point of tine in 

service that would provide the Navy with the maximum gain in the development 

12 

of a quality enlisted force is at the end ©f the first enlistment. This 

is not being realised as shown in Appendix A, Table 2, Speaking specifically, 

tho Navy is interested in retaining the highly skilled technicians who are 

so costly to train and ore in high demand in civilian industry. Therefore, 

the emphasis cannot bo placed on tho reenlistRcni of a certain number of 

13 

raoai, but rather on tho retention of the skilled and tho competent. This 
entails examining individual ratings and determining the number of men 
eventually noodod to fill tho billets at all levels. By examining the 
billots at all. levels, a method of planning can be established whereby the 
manpower flow in any particular rating can be measured. This would allow 
the iiavy to base its estimate of needed first term retention in each 
particular rating on the manpower flow at cash level. 

The ideal billet structure is one with a broad base of billets at 
the lower grade levels and a steady decrease of the total number of billets 
as the grade levels increase. This would ideally form a pyramid. It has 
been found, however, that the attrition rate of personnel at each grade 



^Admiral McDonald, on, cit . , p, 19, 

12 

Report to tho Secretary of Defense on Professional and Technical 
Compensation for Military PersonnelT op, cit .. p. ^5. 

^Johnston, on. cit .. p. 1, 
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loved Is lower than the rate of personnel ready for promotion at each 

lower crada level. This leads to viiat Is known In military jargon as hump 

areas, Ono solutd.cn to this problem would bo to ensure that only tho 

desired amount cf personnel In each grade needed to fill future billet 

14 

vacanciec be roenlistod. A method for accor^lishing this will bo 
investigated in Chapter 3. 

Critical Retention Point 

At tho end of the first tern of onlistaent, an enlisted man must make 
a major decision. Should he continue in the Kavy and make this his life's 
career, or should he so ek eagiloyment in civilian life? A majority of those 
men have rocoived valuable training and have become skilled in a useful 
trade. Civilian pursuits offer many attractive, irzaediate and long-range 
economic rewards, A man must entsparo the advantages and disadvantages of 
one career against tho other and thus aako ills decision. "Attractiveness 
of a service career must outweigh inducements to leave the service. Wo must 
acknowledge the great savings involved in continuous service by providing 

1 : 

most of toe benefits affordod to personnel on separation from tho service." 

A Military Han's Prestige 

One of the most essential qualities sought by a man in any field of 

16 

endeavor is tho prestige of his position. The relative importance of the 
14 

Interview with Lodr. Paul R. Gates, Member cf docrotary of toe 
Mavy’s Task force on Military Retention, fob. 14, 1966. 

spinal Report to too Assistant Secretary of Defense (1953) on the 
Future of Military Service as a Career That VgCuT" At£rac£ and Retain Capable 
Career Personnel ( Washing ton: bureau of Kaval Feroo^mol, October 30, 1953)# 
p« i« 

^fte <ort to toe Secretary of Defense on Professional and Technical 
Compensation for rilltarv Personal, op. cAt .Y p. !&. 
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accomplishment of ono’o work is of ton expressed in tha prestige of the 

position in tha eyas of the.* other members of the cowsunit jr. Tho lade of 

this prestige has boon established aa being one of the major deterrents in 

17 

tho achievement of a higher first- tern reenlistaent rata. This lad: of 
prestige was realized as early as .1953 by the Joint Chiefs of Staff. On 
February 20, 1953 « thoy fonmrdod a nonorandun to tha Searotary of Defense 
stating that they were becoming increasingly concerned with tho growing 
lad: of confidence among Arrsed Forces personnel in military service as a 
worthwhile and rospoctod career. Their particular concern was with respect 

to tho future proficiency of tho Military cervices end how tills would be 

18 

affected by tho situation. 

This committee received hundreds of letters from active and retired 

military personnel as well as fron tho general public concerning tho above 

situation and ”... concluded that military service as a career that will 

attract end hold capable and ambitious personnel had deteriorated alarmingly 

in comparison with other fields of skilled endeavor. Kuaercus reasons 

for this deterioration wore d tod— one was a dilution of authority and 

leadership due to inexperienced personnel. This necessitated an increase 

in oen trail sod authority which, in tarn, diminished the prestige of the 

noncommissioned officer. It further led to a lade of acceptance of 

responsibility commensurate with rank hceauso of tho lack of authority 

20 

necossary to adequately discharge this responsibility. 

r / rhid . 

n g 

Fksai Report to tho Assistant Secretary of Defense on the Future 
of Military Service a3 a Career That Will Attract and Retain Capable Career 
Personnel , op, ci t.. p, 1. 

1 9lbid. 

20 Ibid. 
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In 1955. a survey conducted by the Public Opinion aurvey3. 
Incorporated, Princeton, New Jersey, under the direction of Dr, George 
Gallup and his staff concluded: 

A career in the military service does not carry great 
prestige with adults, at least as of today. This is true of 
both officers and enlisted personnel. Inadequate financial 
rewards, dislike of service discipline and regimentation , lack 
of adequate family life and less opportunity to advance than 
in civilian life are the greatest drawbacks of a military career 
in the public's mind. 

Survey evidence indicated that the military services would 
most likely succeed in their efforts to attract and retain 
the high quality of personnel necessary by increasing financial 
benefits, by encouraging a more normal family life for service 
personnel wherever possible and improving housing conditions. 1 

"In analysing tho above subject of prestige, tho 'Cordiner Committee' 
ooncluded that lowered noncommissioned officer prestige not only adversely 
affected the reenlistment intentions of senior career personnel, but that 
it results in poorer administration and removes the goals and incentives for 
a first- term roan to advance and make a career of the Service. It was further 
concluded that the present level of economic incentives offered to enlisted 

men is the major cause of low prestige as the comparatively low standard of 

22 

living of enlisted personnel commands little respect in the community." 

An enlisted career symposia was held in February of 1957 by the 
0, S, Office of Kaval Operations, the conferees observed that much of the 
prestige that had boon associated with the grade of chief petty officer and 
petty officer first class had been lost, they voiced the opinion that 
officers no longer respected tho leadership ability and judgment of senior 
petty officers, and consequently, ware not delegating to them tho appropriate 



21 

Report to the Secretary of Defense on Professional and Technical 
uaapensation for Military Personnel , op, clt ,. pp. 5&-59, 



^Ibid. 
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authority and responsibility necessary to manage the affairs of a division. 

Ihey also concluded that senior petty officers, predominately technicians, 

who had been advanced rapidly had failed to measure up to their leadership 

responsibilities. It was further stated that petty officers who are 

rapidly advanced do not have the same practical experience in leadership as 

23 

men in slower caving ratings. 

The problem of prestige seems no better today than it was in 1953. 

A survey of naval personnel was conducted during June, 1965# for attitudes 

and opinions on various aspects of naval service. Of a population of 

559.033 » a sample of 16,533 was selected which represented 3$ of the 

population. One of the questions asked concerned the prestige of serving 

in the Navy. 18$ of those polled felt that prestige was good, 37$ felt 

that it was fair, 30$ felt that it ua 3 bad, and 2$ had no opinion. 

Another question asked concerned a comparison of Job prestige between 

civilian life and military life. 11$ felt the Navy better, 32$ felt the 

Navy and civilian the same, 48$ felt that the Navy was worse than civilian, 

24 

and 10$ had no opinion. 

Although no one problem can bo singled out and wholly blamed for the 
Navy's loss of competent personnel, it becomes readily apparent from what 
has been stated heretofore and from the answers to the above two questions 

^Report to the U, 3, Office of Naval Operations by the Ad Hoc 
Commit toe on Unlisted Career Symposia Recommendations (Washington: Bureau of 
Naval f ersonnel, February 12, 1957). pp. 39-^0. 

24 

Navy Personnel Survey. Prepared by tho Personnel Surveys Division 
(Washington: Bureau of Naval Personnel, 1965). pp. 24-28. 
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that the lack of prestige within the enlisted ranks has a definite 
influence on the retention problem. 



The Lure of Civilian ?JioloyftKmt 

The lure of civilian employment opportunities has been and still 

25 

remains the major cause of the Navy's high turnover rate. The enlisted 
man is confronted with long periods of enforced absence from homo, 
uncomfortable living quarters, adverse working conditions and small 
compensation for his efforts. Because of these conditions, advantages of 
civilian employment become oven nor© attractive to the first-term enlisted 
man. 



To gather actual fact data regarding opportunities for military men 

in civilian occupations, the "Cordinor Committee" engaged in 1956 a civilian 

management consulting firm. The McKinsey Company. The significant facts 

that were produced by this consulting firm were* 

. . . The serviceman concluding his first term of service can 
normally expect higher pay in a starting civilian job than 
he is receiving in the military; ... promotional opportunities 
in civilian life are greater than those afforded the career 
enlisted man; ... Fringe benefits no longer favor the enlisted 
nan over his civilian counterpart except for the 20 year 
retirement option. 26 

A study in career motivation for the Bureau of Naval Personnel further 
illustrated that the role of economics or of civilian occupational 
opportunities cannot be contradicted as deterrents to career service. 
Historically, fringe benefits provided to the military have far exceeded those 



25 

• 'Report to the Secretary of Defense on Professional and Technical 
Compensation for Military Personnel , op. dt .. p. 59. 



26 



Ibid. 
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available in private industry and seemed to compensate for some of the 

difficulties of military life; however, industry now offers benefits xdiich 

challenge or even surpass those of tho services. To aggravate the situation 

even more, some of tho reduced prices in the Navy IQechang© are hardly 

distinguishable from (and at times higher than) those in retail stores and 
2 ? 

discount houses. 

The loss of experienced men to industry was also a problem realized 
by tho Civil Service Commission, At the same time that the "Cordinor 
Committee" was studying military retention problems, they were also doing 
a study on civil service retention problems . It was found that the cause 
of these losses to industry was inherent in the system of compensation 
utilized by Federal civil service. The system in use was not flexible and 

responsive to competitive pressures. "In private industry, tho specialist 

28 

received the going rate." Fringe benefits ware being matched or oven 
exceeded by private industry# and the status of the individual was not 
highly recognized in Federal civil service. 

'Hie findings of tho "Cordinor Committee" wore that the system did 
not effectively: 

a. Adjust to market rates by particular skills 

b. ieact to changes in the general economy 

c. Maintain internal alignment 

d. rrovido flexibility to accommodate individual worth 

e. Provide flexibility to meot unusual environment and work 
situations. 2 9 

^Albert Glickman, L. Learner, and A. J. Spector, Studies in Career 
Motivation I— Basic Plan . Bureau of Naval Personnel Technical Bulletin 59-3 
( Ashingtom U. S. Naval Personnel Research Field Activity, 1959), p. 3. 

28 

Report to the Secretary of Defense by the Defense Advisory Committee 
on Professional and Technical Compensation for Civilian Personnel (Vkshlngton: 
U. S. Govermont Printing Offlco,' Hay, 195?)# pp. 5-6. 

^Ibld.. p. 6. 
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From these findings evontaally caste the Federal Salary Reform Aot 

of 1962. This act established a system of salary rates, based on a study 

of the structure of salary rates in private industry, which would make 

possible the employment of persons wall qualified to conduct and administrate 

the Government's programs. It established that Federal salary rates shall 

30 

be comparable with those of private industry for the same levels of work. 

This typo of system has not been established for military compensation. 

There is not in existence at the present time any one document that has a 

31 

clear-cut statement of concepts which apply to military compensation. 

Lacking this clear statement of concepts, the Department of Defense has been 

hard-pressed to justify recommendations for changes in compensation. As a 

result, individual services have adopted their otm approaches to military 

compensation} hcnco, inter-service friction, “The lack of an agreed upon 

compensation concept is in effect indicative of the lack of recognition that 

tho government has an obligation to the individual serviceman in describing 

32 

tho goals of compensation in tho manner industry has to its employees. " 

Tho "Cordiner Corcaittea 1 ’ recognised the need for a concept of 
military compensation and recommended in its report a fundamental modernisa- 
tion of compensation practices that embodied tho following: 

Final Report to the Secretary of Defense by too U. 3. Department of 
Defense Inter-Service Study Groups Appointed to Study Military Compensation . 
October, 1964 (in tho flies of the Army Library, Pentagon), p. 2-3. 

J1 lbid.. p. 2-4. 

32 

Ibid ., pj). 2-4, 2-5. 
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1. A compensation system that Kill attract intelligent 
people possessing a strong sens® of responsibility to 
their country and to their fanllie3, and sufficient pay 
to enable them to discharge their responsibilities to 
both sirjultoneously. 

2. A compensation system with incentives that boar a direct 
relation to the effort or contribution of the individual. 

3. A compensation system designed to encourage meritorious 
performance anti advancement to higher responsibilities 
with reduced emphasis on monetary reward for total length 
of service. 

b. A compensation system with a broad pricing base for 

identification of a variety of sldlls as represented in 
the varying mods of different service situations, with 
controls to insure that rewards ar© genuinely given where 
deserved. 

5. A compensation system with compensation levels reasonably 
comparable to those paid people eraployed elsewhere in 
similar positions and occupations. 

6. A compensation system susceptible of rapid and equitable 
adjustment to compensate for changes in the national 
economy, 33 

Iheso concepts ware analysed by the "Inter-Service Study Group" which 
was appointed to study military compensation; for the most part, it was 
found that they were dosirable as long-range objectives for military 

compensation, however, acceptance of some of thorn would be complicated by 

qk 

several factors. One of these factors ms that in the lower enlisted 
grades, the tendency has been to rely on the draft as a substitute for a 
compotitivo place in the labor market. It was further pointed out that 
there is a distinct possibility that the draft could be eliminated at some 
future time, which would leave the defense capability low with r®3pect to 
quality manpower. It would be essential in this case to compete in the 



33 

Report to tho Secretary of Defense on Professional and Technical 
Compensation for'.' r iiitary Personnel . op. alt . . pp. 12-13. 

3b 

Final Report to tho Secrotary of Defense by the U. S. Department of 
Defense Inter-Service Study Groups Appointed to Study Military Compensation, 
op. cit .. p. 2-/. 
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labor market, and It was proposed that this vjould have the effect of 

35 

increasing the defense capability at a lower cost to the nation. 

This country cannot depend on the draft and at the same tine hope to 

preserve a force of quality personnel that is necessary to maintain the 

high level of defense that is desired. The fact that the military was 

forced to accept from 95$ to 93$ of those wiio applied for enlistment in 1963 

36 

to meet manpower needs illustrates this. 

The House of Representatives investigating the need for a military 
pay increase stated in a 1963 report: "It is obvious to the Commit too on 

Armed Services that wo are not now retaining or attracting a sufficient 
number of the types of individuals so vital to our national security. This 
situation is becoming steadily more acute in the face of increased 
competition not only from private industry, but from within the Government 
itself." 37 

from all that has been stated, it appears that a comprehensive 
program to correct personnel deficiencies of the Armed Forces must be 
initiated without delay. This action should bo of ran! ring importance to 
the nation with relation to our national defense capability and our defense 
dollar, 

35 Ibld., pp. 2-7, 2-8, 

36 

Donald H. Rowland, "A Study of Relative Military and Civilian Pay, 
1953-63" (unpublished Master's dissertation, Library, George Washington 
University, 1964), p, 5. 

37 

U. 3. Congress, House, Military Pay Increase . 88th Cong., 1st Sess., 
1963, Kept. 203, p. 5. 
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Xhe present compensation practices of the Armed Forces aro clearly 

out of step with the rest of the economy and ai*o a detriment to the needs 

of a technically advanced form of national defense. They are clearly 

contrary to all that lias bear, learned about human motivations and con 

unmistakably bo identified as a major impediment to national security. 

A modernization of compensation practices will create the incentive 

for retention— a fundamental prerequisite for effective personnel control 

measures, This is required to maintain a workforce balanced by skills 

38 

which will attain optimum performance of present and future capons. 

33 

leoert to the Secretary of Defense on Professional and Technical 
Compensation for Military Personnel . ot>, dt >. pn.il~12. 



CHAPTER II 



TE: FRS32OT ADYAKC2MEKT SX3B2I 



PackpTouttd 

The concepts of advancement, designed to satisfy the needs which 
the Kavy has for fulfilling its nisei on, have had many changes since the 
birth of the United States Navy, Because of teclinologicsl changes and 
the enlargement of our nation's sphere of influence, the Kavy has had to 
expand the number of jobs to be accomplished and increase its complement 
of manpower accordingly. 

The present advancement system was established in 1950 and was 
reviewed and refined in 1956. It remains in this form to the present day, 
with minor additions and deletions.* The objectives of the system aro as 
follows} 

1. lb provide the best qualified personnel in each rating 
and pay grade in accordance with the needs of the IJavy. 

2. Do five an individual the incentive to improve his 
performance and professional knowledge, 2 

In dealing tilth the first objective, tho IJavy has tried to recruit 
the most talented personnel available. Its recruiters have canvas sod the 
high schools throughout tho land attempting to interest graduating young 

iinal Report to the Assistant Chief for Personnel Control by the 
Ad Hoc Comlttee for Review of too add 8 ted Advancement System (Washin,?ton: 
Bureau of fJaval Personnel,' 1965)* pV l» 

2 Ibid. 
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non in joining the Navy, Insufficient rambers of high school graduates 
ha vo been attracted by tho naval sorvice, however, and drop-outs have 
also boon recruited. 

After entering the naval service , a recruit is sent to basic training 
for a period averaging three months, ihilo in training, ho is given a 
series of written and oral tests which are used to establish his basic 
aptitudos. During this period of training, he is also anposod to tho 
numerous jobs or ratings that tho Navy has to offer, kith the help of 
qualified parsonnel, a rocruit may decide whiah rating ho will eventually 
s trice for. This decision is based on the recruit's interests and tho 
slcill areas ha possesses a3 shown by the aptitude tests. It is e;<piainod 
to him what areas he is best suited for and in what category of ratings he 
will best bo able to succeed. 

He rosy bo sent to a service school upon completion of basic training 
if he has shown a particularly high aptitude in one area. However, if no 
school quota is available in the particular area which he desires, he will 
be sent to a fleet unit and ’dll be allowed to strike for a rating of his 
choice there. In s»3t casoa, the needs of the Navy arc the dominating 
factor, and many men with average or belovwavorage aptitudes are sent to 
vacant billets which must be filled, These men will eventually be allowed 
to strike for ratings which are associated with their particular billots, 
or they may possibly be transferred to a now billot labor which will allow 
them to strike for a desired rating. 

In striking for a rating viiile in a float unit, most of the knowledge 
is aoquirod by on- the- job training; however, if class "C" schools are 
associated with this rating and a quota is available, a nan nay be sent there. 
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If a man shows rapid progress in his on- tho- job training* a class "A" 
school quota nay bo obtained for him by his unit. 

Grade Structure 

lb make the Navy more attractive as a career and give the enlisted 

man the incentive to roenlist at the end of his first term of enlistment* 

tho Navy has established a rapid promotion system, die enlisted grade 

structure in this system is composed of nine grade levels. The grade E-l 

is assuaod upon entering the naval service and is held throughout tho basic 

training period. Upon completion of basic training, a general knowledge 

examination is administered and after passing this exam, the recruit is 

3 

advanced to grade £-2. six months from the day that he achieved 3-2, 
he is eligible to take a general knowledge exam for advancement to grade £-3. 
Ihis exam is administered locally at the discretion of the commanding 
officer. If the man has met all tho minimum requirements and has been 
reconmondod by his commanding officer for advancement* he may take the 
exam* Upon passing the oxam* he will be promoted to grade 3-3. Six 
months after achieving grade £-3 and satisfying tho minimum requirements 
necessary for advancement* a man is eligible to take tho exam for advancement 
to grade E -4.^ 

3 

Bureau of Naval Personnel Manual. Bureau of liaval Personnel 
Publication Mo. 15791 ( ds^dn^tonj U. $7 Government Printing Office, 1959). 
p. 276. 

4 

Advancemont In Rating of Snllatod Personnel on Active Duty. Bureau 
of Naval Personnel Instruction lio. Pl^30.7U (Washington* u". s'. Government 
Printing Office, 1963). p. 73. 

5 JMd. 
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Advancement exams for grade E-4 through grad© E-7 are given service- 
wide twice a year. Advancenont exams for grades E-8 and E-9 are given 

6 

servico-vide once a year. 

Bio following are tho minimum time requirements for advancenont 
from grade E-4 through grade E-9* 



Pav Grade 



Service .requirements 



E -4 to E-5 
E-5 to E-6 
E-6 to E-? 
E-7 to 3-8 



12 months in pay grad® £-4 
24 months in pay grade E-5 
36 months in pay grade £-6 
48 months in pay grade E-7 
and minimum total service 



of eleven years. 

E-8 to E-9 24 months in pay grade E-8 

and minimum total service of 
thirteen years, 7 

8 

At the prosont tine, there are seventy- two ratings in the Kavy. 

Each rating represents a job area which must bo defined in such a manner 
that one man can quickly loam the minimum basic skills required to do the 
job. The area must also be broad enough to encompass those jobs which 
are specifically related. An example of this may be shorn utilising the 
Goilerman (BT) rating. A Boilerman grade level E-4 must know how to 
operate fuel oil burners, regulate tho water level in a steaming boiler, 
operate and monitor various valves and gauges associated with boiler 
operations, and light-off the superheaters. This knowledge may be obtained 
in a fairly short period of time. A Boilerman grade level E-8 must bo 



Manual of Qualifications for Advancenont in Rating. Bureau of Naval 
Personnel i^lication No. 1&06& (Washington: U. S. Govemnont Printing 
Office. 1965), p. 15. 

7 

"A Navy Briefing on Advancement," All Bands , ©d. John A. Outline 
(Washington: Bureau of Haval Personnel, July, 1965), p. 30, 

8 

Manual of Qualifications for Advancement in Rating , op, clt . , p. 5-6. 
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ablo to administer a division; train and supervise personnel in the 

construction, operation, and maintenance of naval boilers; and bo knowledge- 

9 

ablo with respect to propulsion machinery, which is an associate rating. 

The qualifications for each rating ore divided into the professional 
or technical qualifications and the military requirements. The professional 
or technical qualifications are designed to give a man the minimum require- 
ments for advancement within a particular rating. The military requirements 
are those applicable qualifications which all personnel arc expected to 
demonstrate as a minimum for advancement to any pay grade within a particular 
rating. These qualifications are so designed that an advancement in grade 
cannot bo achieved without an advancement in qualifications. In this 
manner, grade level is associated with performance level, ' 

Problems with Present System 

Length of Time Id. thin Grade 

One of the problems with the present advancement system is a product 

of the rapid promotion aspect. Promoting rapidly decreases the time an 

individual may spend in the lower grades gaining experience and developing 

good leadership and supervisory qualities. This fact was brought out in an 

enlisted career symposia held in 1957* It was stated that " • . . certain 

senior petty officers, notably technicians, who had been advanced rapidly 

had failed to measure up to their leadership responsibilities. " Furthermore, 

“petty officers rapidly advanced have not had the same practical experience 

11 

in leadership as men in slower moving rates," 

9 Ibid., pp. 7-7, 7-3, 7-1^. 

10 Ibld.. p. 1. 

^ rloport to the 0, S, Office of fZaval Operations on Enlisted Career 
symposia [acoamndatlong . op. cit .. pp. 39-^0. ‘ 
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With further examination, it can bo found tiiat rapid promotion can 

bo a detriment in the technical area. Technical responsibility increases 

with grade level, and it has been pointed out in tho Sonar Technician Rating 

that technical experience in certain cases was not commensurate with 

12 

technical responsibility, 

A man may cover tho entire enlisted grade span in thirteen years, 
a fact which can be detrimental in two specific ways. First, tho nan has 
reached the highest goal attainable in tho enlisted ranks; therefore, he 
has a possible seventeen years of military life ahead \dth no new goals to 
achieve, This could have a detrimental effect on his motivation and 
productivity. Secondly, without any incentive to strive for, ho may desire 
to retire at tho twenty year nark rather than stay for thirty. In sons 
cases, the Navy will lose and is losing valuable people. 

Billet Analysis 

Ihe question has been posed that perhaps the Mavy is not utilizing 

its manpower as effectively as possible. The Navy speaks of shortages; 

however, there are overpopulated ratings. In order to evaluate this 

question properly, the billet structure must be examined, and an identiflca- 

13 

tion of the skill requirements must be associated with the given billet. 

In Hay of 1965, a billet analysis was conducted by the U. S. Naval 
Research Activity, Son Diego, California, on two ratings. Ihe objective of 
the study was to reduce potty officer billots in the upper grade levels, 

12 

Rosicky, op. cit .. p. 4. 

13 

’•Personnel Management Improvenrant and Quality Control,” November 2, 
1965 (in the files of tho Task Force), p. 25. 
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the assumption being that petty officer billots saved in one rating could 

14 

bo transferred to another more critical rating. 

Tno first rating chosen for examination was the wkmnissarymn (CS). 

According to the Manual of Qualifications for Advancement in hating , the 

Commissaryman should bo skilled in tho preparation of food by the time he 
15 

readies E-5« Above till 3 grade, the billots should be of an administrative 
and supervisory nature. Therefore, those billots now established for £U6 
and above in which the primary job is the preparation of food should bo 
eliminated and more billets added at tho E-5 level and bolov. In this 

16 

manner, one wold be equating job responsibility with job qualifications. 

With this in mind, billots both afloat and ashore were exardned 
with tho idea of restructuring. ‘Die table below illustrates a comparison 
of the present and rovised Corral e sarymn requirements from grade level E-4 
to C-7. There was an ovorahundanca of billots at the higher grade levels 

TABLE 3 

PRESENT AND REVISED COMMISSARY IAN REQUIREMENTS 



ss *^ sa ^ acsa> 

Level 


Present 

Requirements 


Revised 

Requirements 


Differences 


C 


130^ 


99 


-1205 


1 


2532 


553 


-1979 


2 


>464 


3765 


+ 292 


3 


4324 


575 1 


+142? 



•total 11&29 101^0 -i46i* 



•"Personnel ManagtMnt Inprovcmont and Quality Control," ot>. clt . , 

p. 76. 



^IMd.. p. 70. 

^•-’Manual of Qualifications for Advancement in Rating, op. dt.. p. 70. 
Personnel Management Improvement and Quality Control," op. dt.. 



p. 71 



26 



and insufficient billets in the lover grade levels. A further illustration 
is shown in Appendix A, Figure 1. 

Hie second rating examined was the Fire Control Technician (FT), 
utilising a slightly diffei*ont approach. The various requirements for each 
Job vers examined, and tha grade level of responsibility was equated to 
each Job. There xasro limitations in examining certain areas and estimates 
vero Mdt. The table below compares the revised billot requirements and 
the present requirements. 



TABLE 4 



FIRS CONTROL TECHNICIAN RSQUIREMEtJTS 



' Pay ' 
Grade 


Revised 
FT Bqts 


Current 

Rqts 

(FX-66) 


Current 
On Board 
(31 July 65) 


K-9 


53 


94 


12? 


E-S 


153 


295 


286 


E-7 


790 


890 


mi 


S-6 


155? 


2059 


1130 


E-5 


2302 


2274 


1875 


E-4 


3052 


2683 


2773 



Total 7912 8300 7302* 



•"Personnol Management Inprovoaent and Quality Control," p. 103* 

If the billets in every rating were analysed, the ilavy could better 
allocate the manpower available by eliminating unnoeoosary billets in some 
ratings and adding billets in those critical ratings whore they are needed. 

Roenlistnent Rate 

The roonll stoont rate is utilized as a noasurooont of how well or 
how poorly tho Navy is doing in keeping non in the service. A high 
roonlistnont rate would indicate that the Navy is doing wall, and a low 
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roonlistrecnt rats t*>uld indicate a high manpower turnover. Under dose 

examination, one finds that tlK> roenliatment rate is defined and computed 

in a vary limited way. The four-year roenHstaont rate is the number of 

men wko actually reenlist at that point divided by the number of those 

eligible to roenlist, This does not include those mu who roonlisted 

17 

early or those not eligible to roenlist. 

In an attempt to cake this rate raore meaningful, an adjusted 

reenlistmont rate is somotiises computed . The numerator aivl denominator of 

the rate arc increased by adding those non who recalls ted early; ho waver, 

IS 

this still does rot convoy a complete picture. 

The method by which an individual continues in tlia iiavy is not as 

important as the fact that he does continue . The strength of a rating 

my be increased by early enlistments, conversions froa one rating to 

another, and broken service enlistments. There may also bo a subtraction 

from this strength by failure to reenlist, not being recomsaended for 

19 

reenlistzicnt, retirement, death or conversion to author rating, 

lb determine how* well a rating is race ting its manpower requirements, 
it is necessary to measure the total o&upouer flow in that rating* This 
would necessitate examining tho percentage of tho total number in any 
particular year group who continue on active duty into tho next year. This 
percentage could bo broken down by grado within each rating, which would 
allow a continuing examination of rsanperuor flow through tho billets in 
each grade in every rating. In this manner, one could forecast future needs 



^Lcdr, Gates, personal interview. 
18 Ibld. 
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of manpower la oach grad© in a very rating and allow for an early shifting 

of predicted excess mnpower from one rating to another noro critical 

*4 20 
rating. 

For example, one particraLar rating can be examined with respect to 
the won in this rating -who have Just completed their first four-year 
enlistment. lb do torn?, na how many of theso non the 3avy wold wish to 
"ship over. 51 the forecasted manpower flow in each grade mat first bo 
examined, ilds would bo dependont on a predetermined attrition rate and a 
predetermined promotion rata for the rating. Tho number of future billet 
vacancies in each grade could bo approximated, and only the number required 
to eventually fill those billets would be "shipped over," 

iSL 

"The present system of nilitary corpcnsation was evolved by the 

2: 

Congress through evolutionary changes spanning a period nearly 200 years." 

The Congress has responded to needs of tho military as dictated by changes 

in political and technological situations. The enacting legislation has 

boon tailored eo tliat it oovld be applied with regard to needs of the 

service and economic resources of the nation. Because of the way in which 

it evolved, tho military compensation system differs in many trays from 

22 

the civilian ocqponsation system . 

Tho military conponsation system is not contained in one single 
statue or title of tho United States coco, but it is fragmented by many 




21 

Final leoort to the Secretary of Defense by the II. S. Departnont of 
Defense In t or-Sorviee Study Groups Appointed to Study Military Compensation . 
op . 1 di .. p. 3-3. 

^.bid.. pp. 3-3. 3-4. 
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lavs. The "Career Co^ponsatioii Act of 19^9. 11 which is the basic act for 
pay and allowances, has been est&ided by separata statu toe. It is 
further implemented by BScecutive Orders, Departmental Directives, and 
decisions by the Ocwiptrollor Goner ai. Because of these co^lGcdtios, 
nilitary compensation has been difficult to administer and cenfusinc to 

23 

under stand, ' 

Compensation, when referring to salaries and wages, is usually defined 
as "ary money, goods, service, or other benefit furnished to or received by 
a nenber for services rondorod, whotiier immediately, contingently or on a 
deferred basis, 1 ^ The sdlitaiy mn’s cwn^onsatlon has all tho elements 
of tho above definition to some degree as can bo seen in tho figure below. 



£— 

Salary 

Includos ; 

Basic Pay 
BAQ (or Quarters 
Furnished) 

BAS (or Subsistence 
Furnished) 

Tax Advantage 



l£L litary 
Compensation 



Special Pays | 

Includos : 
Incontivo Pays 
for Haaardeus 
Duties 

Proficiency Pay 
Medical Incentive 
Pay, etc. 



Benefits | 

Includes; 

Loavo 

Medical Care 
for 

Dependents 
Commissary 
Retirement Pay, 
etc,* 



Figure 2 



♦Final Report to tlto Secretary of Defense by tho U. S, Departaont of 
Defenso Inter-Sorvico Study Groups Appointed to Study .Ulltarr/ Compensation . 

, p, 3-/ ♦ 



23 ibld,, pp. yj\ % 3-5. 



2k 

Ibid., p. 3-5 
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This wage package has been a tradition with the military man as a 
remuneration for the long hours on the Job and hardships endured. 

Since World 'War II, civilian industry has been rapidly adopting 
this package concept. From management, labor has negotiated contracts 
containing many of the fringe benefits that onco exclusively belonged to 
the military. In fact, upon examination of the industrial compensation 
package, one finds very little difference from that of the military 
compensation package. 




Includes ; 
Direct Wages, 
etc. 



Includes ! 

Extra Pay for 
Holidays 
Extra Pay for 
Overtime 

Shift Differentials 
Production Bonus, 
etc. 



Includes! 

Pensions 

Paid Vacation and 
holidays 
Paid Sick Leave 
Paid Family Health 
Flans 
Free Heals 

lion-production Bonus 
Profit-sharing Plans* 



Figure 3 



4 

Final Report to tho Secretary of Defense by tho U. S, Department 
of Defense Inter-Service Study Groups Appointed to Study Fill tar;/ 
Compensation, op. cit . , p. 3-7. 

Ib attompt to equate tho military and civilian packages with respect 
to Job responsibility, corresponding categories must be compared. Ihe 
first category to be examined is one that has been a controversial topic 
since World War II — fringe benefits. Fringe benefits are defined as "any 
wage cost not directly connected with employee productive effort. 
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performance , service, or sacrifice, they include payments for time not 
worked, payments for employee security and paynonte for cnployoo 
cervices.""’' 

A thorough study on fringe benefits was conducted in 1964 by the 
'•Inter-Service Study Groups" for study of military compensation, and sons 
of the conclusions arrived at woret 

1. Military fringe benefits have not kept pace with the 
general trend in the U. S. economy. Private industry 
expenditures as percentage of gross payroll for fringe 
benefits have nearly doubled since World Wsr II. 

Military benefits have reaainod virtually unchanged. 



2. The comparative 1964 employer fringe benefits costs, as 
per cent of payroll, aret 

Private industry (36 companies ) 28.8$ 

Private Industry (1,000 ooropardes) 26.3$ 

Other govcmacnt workers 22,3$ 

iiilltary 27.9$ 

3. The comparative 1964 orployer fringo benefits costs, as 
annual dollars per capita arc: 

Private Industry (86 companies) $1,725 

Private Industry (1,090 companies) 1,515 

Other government workers 1,460 

Military 1,410 

4. While the trend in industry 1ms been to add new benefits 



and liberalise old ones, to the contrary some traditional 
military benefits have been curtailed and others eliminated. 
Typical are the elimination of dental care for dependents 
and reduction of nodical services for military retired. 

5. The historical leadership of government sorvioe over private 
industry in matters of such benefits as retirement plans, 
paid holidays and leave, and health and welfare plans no 
longer pertains. Similar or more liberal benefits ore now 
available to largo segments of the nation's industrial work 
force. 26 

Private industry has equal od or surpassed the military in this area, 
and fringe benefits can no longor bo classified as a pay advantage for tho 
military. 
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Ibid ., p. 3. 
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Ibid.. 



P. 6-99 
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Tho category on special os* premium pay is received by only a small 
segment of tho military ami private industry as a wholo. These are 
additional rerxa»rations for specialisations or additional labor performed 
over and above the norm. Consequently, a comparison cannot bo made between 
the military and private industry since the benefit does not pertain to 
tho entire population. 

Iho final category contains salary and wages. "Tho parts of military 

compensation which should bo related to tho civilian salary structure are 

limited to basic pay, subsistence allowance, quarters allowance, and tar: 

advantage accruing to military personnel as a result of tho above 
27 

allowances." Examining an index comparing average earnings of enlisted 
personnel anti production workers in manufacturing from 1955 to 1964 

(Appendix A, Figure 4), one can see that enlisted wages havo not incroasod 

23 

at the samo rate as tho so of production workers. A further comparison 
of total eamlng3 in the economy and enlisted basic pay increases from 1913 
to 1963 (Appendix A, Figure 5) indicates that total earnings in the economy 
have increased to approximately twice that of enlisted basic pay for the 

90 

3amo period. 7 

Hie present enlisted compensation system has not kept pace with the 
expanding economy; therefore, enlisted personnel arc receiving wages which 
are wall below the acceptable wage for ooitparabl® jobs in private industry. 



2 |bid., p. 5-46. 

^Ibld.. p. 3-21. 

^Ibid. 



CHAPTER III 



HIS PROPOSED ADVAIfCSHEHT SYSTEM 



Again* we oom to the Congress with csaph&sis on our fore- 
cast concorn—pooplo . . . . Ib retain os career people enough 
wall trained and experienced personnel is difficult against 
the blandishments of civilian endeavor. Hopeful exhortation 
does not suffice to retain the ambitious, competent young non 
we need today. They must reason that the life of a civilian 
is noro attractive than that of a serviceman, because 1 can 
assure you fine potential career talent is leaving the Havy in 
ever increasing numbers* ... During 1964, 21,600 non 
possessing critical hard skills left the ilaval Service. . • • 
Secretary Kites spoke of the overall first term rsenlistncnt 
rate declining from 25, 3$ to 20,1% today. let I'd like to note 
that in our Fleet Ballistic Missile program, where our non 
have more stabilised operations, assured periods of leavo, 

more pay, the reenlistmont rate is 



in mind that this advancement system is 
the s,y 3 ton are to lengthen the time within 
structure from E-2 to E-9 so that it will 
Vilthin each grado will be step levels for 
pay increases which can be achieved by being recommended for and taking a 
technical exam which, if passed, will automatically give the man an 
increase in pay, lb bo recommended for the exam, a man must have reached 
a certain time in grade and also have demonstrated technical competence 
within his rating. Hie basic pay of the step levels within each grade will 
never exceed the minimum base pay of the next higher grade. A man can 



generally bettor housing and 
throe times as high. 

It is with those thoughts 
proposed. Hie basic features of 
each grado and the overall grado 
span a twenty-five year period. 



Admiral McDonald, oo, cit . , 



P» 19. 
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only achieve the step level or lovols that are within his present grade. 

If he be corses eligible for advancement to tho next grado, he nay take tho 
exam and advance ovon though he has not achieved the stop level in his 
present grade. In this case, his pay would automatically Jump to the noxt 
higher grade. 

Si® following is a diagram of tho proposed system with regard to 



tinei 



Fay Grade 


Scrvico Pwooulromonts 


D-l to E-2 


Iky specified time fox* advancement; may be 




effected upon completion of recruit training 


E-2 to E-3 


9 months in pay grade E-2. 


E-3 to SUL 


1 year in pay grade E-3, 


E-3 to E-4 


2 years in pay grade 3-3. 


E-4 to SL2 


13 months in pay grade £-4. 


E-4 to E-5 


3 years in pay grade E-4, 


E-5 to SL3 


13 months in pay grade E-5. 


£-5 to SL4 


3 years in pay grade E-5. 


£-5 to E-6 


4 years in pay grade £-5. 


S-6 to SL5 


2 years in pay grade E-6. 


£-6 to SL6 


4 years in pay grade E-6. 


£-6 to E-7 


5 years in pay grade E-6. 


E-7 to 3L7 


2 years in pay grade E-7. 


E-7 to SL3 


4 years in pay grade 2-7. 


E-7 to 2-3 


5 years in pay grade E-7. 


E-3 to SL9 


2 years in pay grade E-8. 


£-8 to SUO 


4 years in pay grade £-8, 


E-3 to £-9 


5 years in pay grade E-8. 



During recruit training, the enlisted nan (5-1) is indoctrinated in 
tho basic tenets of the liavy and is exposed to the occupations available 
to him while serving in the <&vy. On completion of basic training, he is 
given a general knowledge exam which, if pas sod, automatically assures his 
promotion to grade E-2. 

Hio proposed nine months spent as an E-2 will enable hia to adapt 
to the military way of life and begin developing the skills needed for his 
selected occupation. Th® two moans u till cod by tho fiavy in developing 
tho so skills are service school training and on- tho- job training. 
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At the completion of one year In service, the iron should have 
completed ills adjustment period at*.! bo veil along in his development of 
tho basic skills of the rating he is striking for. It is at this point 
that the r-dniaun time for advancement to 2-3 is proposed. 

A man who has been working in the rating he is stzdldLng for should 
be proficient in the basic skills of this rating tventy-ono months after 
oo£iplotii\i basic training. The exceptionally skilled should receive some 
recognition, and it is proposed that a step lovol bo included here, There- 
fore, those personnel who demonstrate competence in their skill could 
acquire an increase lit pay after passing a technical exam. 

To establish a quality career force, tho first tors enlistee must 
develop both in military discipline and technical skill. A sufficient 
period of time in which to gain experience within his Job is required so 
that he can handle increased responsibilities in the future. He must 
•Iso be allovod to nature and develop potentially useful qualities of 
leadership. A three year period of time should be sufficient for this 
purpose, and it is proposed that this be the ninL^ua time for advancement 
to tho potty of floor grade of 2-4. 

An enlisted, man who has achieved grade 2-4 in three years util have 
one yoar of his first enlistment remaining In which to demonstrate tho 
qualities and skills that he has developed. A3 a petty officer, he will 
be in a position to Influence and guide those personnel under his 
authority. The remaining yoar should be a sufficient period for his 
suporiors to observe his leadership qualities and technical ability and 
decide vhothor or not to "ship him over." 

Those personnel who aro “shipped over" will add to tho career nucleus 
which the Navy needs to efficiently and effectively carry out its mission. 



They vtli now follow an orderly progression of projection, allowing ano’agh 
time within oach grade to acquire the experience necessary to carry out 
the responsibilities of tie next higher grade. The step levels within 
these grades will enable the ilavy to continue to give recognition to those 
non who demonstrate a high level of ocjscpctonco within thoir rating, Those 
step levels will be based solely upon technical skill and will rot carry 
with them an increase in military responsibility. 

The grade structure of this system is graduated in such a manner to 
permit personnel to continually have a goal to strive for throughout thoir 
careers. This could preclude the loss of motivation and productivity which 
is characteristic of a system that permits promotion to Its highest enlisted 
grade in a relatively short period of time. 

Personnel advanced under the proposed system should have sufficient 
tiao in which to gain experience and develop tho qualities of loader ship 
necessary to bocoae good loaders, A good loader can effectively guide and 
direct tho aen under his supervision and thereby gain thoir respect, With 
this respect could cone tho prestige which has so long boon absent within 
the potty officer ranks, 

examinations 

The examination system for advancement in rata would remain the sane 
under the proposed system with tho addition of technical examinations for 
step level advancement. The technical examinations would be compiled 
separately for each step level and would contain questions which pertain 
to the particular skill level to bo attained at each step level. The 
examination would contain questions on only that area of a rating in which 
a nan is required to have knowledge. It would be constructed centrally at 



3 ? 



tho United 3 tats s Itoval Sosnining Center, and when a nan is roagnended 
for the stop level, the eccsa would bo ordered by and sent to his local 
coenaril. 'Too rnn •c©ul d autoaiati colly receive ids step loml promotion 
upon passing the eosri sinco a quote system is not included for this 
advancement. 

Pyramid jjffoct and Manpower Flow Rato 

Every rating in the Maty has a required number of billots. The 
ideal billet struefcuro for any one rating has a broad Mae of billets at 

the lower grade levels and a steady decrease of tho total mntbsr of billots 

2 

as tho grade levels increase. Ideally, this would fora a pyramid; however, 
tho shape of the pyraald would bo different for each rating duo to job 
reqpiirermts with respect to skill lovol and responsibility. A smooth 
manpower flow oust bo ensurod thrombi tho billot structure of ovory rating 
in order to prevent stagnation, A continual forecasting of future manpower 
needs would be necessary at ovory grade lovol of ovory rating to maintain 
this flow. 

lb determine an accurate forecast, a rato of nanpov»r flow through 
tho billot structure of each rating should bo established. The rato of 
flow would depend cn the average tine spent in-grade at each grade level 
and the ratio of billots from one grade level to the next higher grade 
level, lb increase tho accuracy of tho narrower flow rato, a predotsarr&ned 
attrition rato should be added. This attrition rato should bo composed 
of deaths, voluntary and involuntary releases, and conversions from one 
rating to another. With this manpower flow rato, one could theoretically 



Lcdr. Gatos, personal interview. 
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take the number of men in a specific rating by grade mho were eligible 
to roenlist and choose the proper number to reenlist. The ideal tine 
to use the manpower flow rate would be at the end of the first enlist- 
ment. One could theoretically retain the exact number of people to fill 
future needs based on the flow of manpower through the grade structure 
in the rating, and those men could expect to bo promoted at the minimum 
tine after passing the exam. 

Theoretically, the manpower flow rate should work; but practically, 

it would need some assistance, which could be in the form of conversions 

from one rating to another and severance pay. A prime candidate for this 

3 

should bo a person who had exceeded the average time spent in-grado . 

If it is determined that stagnation is beginning to occur at a grade level 

in a particular rating, the above mentioned personnel should be asked to 

convert to another rating that is less populous or be given the alternative 

of involuntary severance. It has been determined that the Navy could pay 

increasing amounts of severance pay for increasing lengths of time spent 

in the Navy and still spend loss than it would coot to keep the man to 
h 

retirement. It is evident from examining column six of Xable 5 in 
Appondix A that the Navy would only have to offer half that amount shown 
to provide adequate retention incentive. 

The continuance rate is defined as the percentage of the total 
number in a particular year group who continue on active duty into the 

3 

"Personnel Management Improvement and Quality Control," op. dt . , 

k 

Ibid. 
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5 

next year. For example. If there wore 2,000 non in their fourth yoar 
of enlistment in 1965, and there ware 1,000 risen in their fifth year of 
service in 1966, the continuance rate from the fourth to the fifth yoar 
would be 50£. By using the continuance rate, the Navy would know the 
exact number of personnel that it retains from year to year in every 
rating, kith this knowledge in mind and the knowledge of manpower flow 
through a particular rating and by use of the manpower flow rate, the 
Navy could determine future continuance rates and thereby better allocate 
its manpower resources.^ 



Pay 



Historically, every major study on military compensation has been 

7 

accomplished with respect to the principle of comparability. The term 

comparability is used to indicate that the principle of equal pay for 

equal work applies and should be utilized with rospeot to job performance 

8 

and job evaluation. 

The "Hook Commission Report" in 19^8 states: 

The pay structure should offer initial compensation and 
progressive increases that compare with what a serviceman 
could expect in other professions and occupations requiring 
similar abilities. He should have as much opportunity to 
attain success as the man who chooses to enter private 
business. At the same time he must be assured of comparable 



5 

Lcdr. Gates, personal interview, 

6 Ibid . 

7 

Final Report to the Secretary of Defense by the II. S, Department 
of Defense Inter-Service Study Groups Appointed to Study Military 
Compensation , op. cit . . p. 5-2. 

8 ,. , . 

Ibid. 
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security. And with this assurance of equal opportunity 
with his civilian follow citizen, h® has an equal 
responsibility to support himself and his dependents and g 
to participate in the cost of the government as a taxpayer. 

The purpose of developing a military wage scale that is ooaparahlo 
to those of Federal civil service and private industry is to; 

1. Establish competitive income levels with similar 
occupational fields. 

2. Provide equal recognition to the military 
professional* technical and labor forces. 

3. Create a system of compensation which is 
readily comparable to systems in industry or 
other civilian enterprises. 

4. Mechanise a compensation adjustment system in 
order to provide responsiveness and flexibility 
to meet changing compensation levels in the 
national economy.* 0 

The first step in developing a wage scale for the military is to 
establish a standard for comparison. The equating of job responsibility 
between Federal civil service and the military should provide this 
standard. In Hay of 1964, a study on such a comparison was completed for 
the Department of Defense, and it was determined that there is a common 
standard between Federal civil service and the military. This standard 
is based on similar levels of duties, responsibilities and qualifications. 



9 Ibid.. p. 5-3. 
10 Ibid.. PP. 5-3. 5-4. 



Final Report to the Department of Defense by the Committee 
Appointed to Study the Federal Civilian-Military Linkage . Kay. 1964 
(in the files of the Bureau of Naval Personnel), Abstract. 
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The grades that were equated in accordance with the above standard 
are shown below: 



TABLE 6 

LINKAGE OF FEDERAL CIVIL SERVICE AND MILITARI 



Military Rank 

£”9 ...... 

• • • • • 
s*/ ...... 

i ^-6 ...... 

E—5» • • • • • 

£-4 

•••••* 



G3 Grade ftan^o 

• •••••••••a * # f 

••••••••••a • |9 

aaaaaaaaaaa » 
aaaaaaaaaaa /#9 
aaaaaaaaaaa 
aaaaaaaaaaa 
aaaaaaaaaaa 3|^| 




The grades E-l and E-2 were ordtted since they are only suited to 
military organisations. 

With the linkage of Job responsibility established between the 
military and Federal civil service , a wage scale may now be formulated 
which would give the military a comparable wage and follow the principle 
of equal pay for equal work. 

The following is a table comparing the present enlisted wage scale 
with the proposed wage scale. The proposed wage scale is based on the 

13 

salary value of comparable Federal civil service grade levels. 
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Ibid. 



Final Report to the Secretary of Defense by the U. S, Jopartmont 
of Defense Inter-uervico study Groups Appointed to Study Military 
Compensation , op. cit .. p. 5~42. 
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TABLE 7 

PRESENT AND PROPOSED MILITARY PAX SCALE 



Present HLlitary Pay Scale Proposed Pay Scale 

Includes base pay, 3AQ, and Include 3 increased base pay, 

subsistence same 3AQ» and sane subsistence 



Pay 

Grade 


Longevity 

Step 


Salary 


Pay 

Grado 


Longevity 

Step 


Salary 


Difference 

Between 

Systems 


E-l 


Under 2 yrs. 


$2,039 


E-l 


Under 2 yrs. 


$3,335 


+$1,296 




1 dependent 






1 dependent 






d-2 


Under 2 yrs. 


2,240 


E~2 


Under 2 yrs. 


4,197 


♦ 1.957 




1 dependent 






1 dependent 






£-3 


Under 2 yrs. 


2,4^49 


£-3 


Under 2 yrs. 


5.009 


+ 2,560 




1 dependent 






1 dependent 












SLl 


Under 2 yrs. 


5,360 












1 dependent 






£-4 


3 yrs, vdth 


3,828 


E-4 


3 yrs. with 


5,711 


+ 1,833 




2 dependents 






2 dependents 












SL2 


4 yrs, 6 »», 


5,950 




£-5 


6 yrs. 


4,976 


S-5 


6 yrs. 


6,189 


+ 1,214 








SL3 


7 yrs, 6 mo. 


6.425 




E-6 


8 yrs. 


5.516 


s ik 


9 yrs. 


6,661 


+ 1.145 








E-6 


10 yrs. 


6,897 




£-7 


12 yrs. 


6,326 


SL5 


12 yrs. 


7.133 


+ 807 








sl6 


14 yrs. 


7,369 










£-7 


15 yrs. 


7,605 




E-8 


16 yrs. 


7,342 


SL7 


17 yrs. 


7,340 


+ 49 S 


E-9 


13 yrs. 


8,299 


318 


19 yrs. 


8,075 


- 224 


E-9 


20 yrs. 


8,432 


E-8 


20 yrs. 


8.310 


- 122 


E-9 


22 yrs. 


8,773 


SL9 


22 yrs. 


8,730 


+ 2 


E-9 


24 yrs. 


8,773 


SUO 


24 yrs. 


9.250 


+ 472 


E-9 


25 yrs. 


8,778 


E-9 


25 yrs. 


9.485 


+ 707 


s-9 


26 yrs. 


9,456 


E-9 


26 yrs. 


9,720 


+ 264 



To ensure that the Military uage continues to koop pace with that 
of Federal civil service and private industry, it would bo necessary for 
tho Congress to enact legislation similar to the "Federal Salary Reform 
Act of 1962." Hie military would be provided with concrete wage guide 
lines and the wage scale could keep pace with our growing economy. 

President Kennedy realised that there was a growing need for such legislation 
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whan he nado the following statement at the White House signing of the 
“Military Pay Act of 1963.“ 

In supporting this legislation before the Congress, this 
Administration pledged to use its best efforts to assure that 
in tho future military compensation will keep pace with 
increases in salaries and t- sagos in the civilian oconoa^r. 

I think that I speak on behalf of all of us when I say that 
it is a pledge that we intend to koop. 



U. S. President, 1961*63 (Kennody), "Remarks to Guosts Witnessing 
the Signing of tho Military Pay Act of 1963.’ 1 the Uhito I Louse, October 2, 
1963 , quoted in the Army. Bavy. Air Forco Journal and Register. October 12, 
1963, p. 26, 



CHAPTER IV 



QUS3TI0»AIR2 SURVEY OF Td£ PROPOSED STSTSM 

A quostionnairo was co:cp5.1od cancoming the proposal to investigate 
tho desirability of tho new advancement ays ton. Tho investigation was 
accomplished in tho fora of a pilot study by taking a snail sognont of 
tho Navy enlisted population and administering tho questionnaire) to this 
group. 

Tho area chosen for investigation was tho U. S, Naval Air Facility, 

1 Washington, D* C. Tho aajo r factors in the selection of tho Naval Air 
Facility wero its proximity and its broad distribution of ratings. Fro* 
its cornier »ant of 904 enlistod men, a random sample of 250 men was taken. 

Tho sample, obtained through the personnel officer of the Facility, was 
selected by taking a proportionate amount of personnel from tho available 
departments. Tho sample was broken down into five groups and tho 
questionnaire was administered to these groups, one at a time, over a 
period of two days. 

The proposed system was thoroughly explained to each group and tho 
men wore given tho opportunity to ask any clarifying questions. The 
system was also written on the first page of the questionnaire) for 
referono© purposes. 

Of the sample of 250 non, one aan did not complete the questionnaire . 
Each session was controlled so that adoquato tino was given for each man 
to think about tho questions before selecting his choice of answers. 
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It has been determined that no single factor, but a combination 
of several factors, explains why the Navy is having difficulty retaining 
its highly skilled personnel. Hi© factors which war© taken into 
consideration in tills project were prestige, status, and pay, Hie 
questionnaire was constructed to include questions concerning these factors. 
Anbigoity, stereotyped responses, cliche answers, and loaded words wsr© 
avoided. 

The questionnaire was of the structured type; however, a number of 
the questions contained space for ooaaonts, Th© questions wore structured 
in such a nanner as to facilitate ease in handling and tallying the data. 

The following is a distribution of respondents by grade: 
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1. Bwr present grade end iviting. . 

2, JSjvs in preset grade. _ ______ 

3. Uso in the r&vy, ______ _____ 

4, Are you making the ilavy your careor? 

5t The proposal’s ’Tg^or osncopt is to pronote non to higher petty 

officer grados on a basis of loader ship aldllty as well as technical 
skill and to advance non to higher pay levels within grade basod on 
technical ability. 

Definitely Sosssrdiat Indii’fercnt Soaewhat Definitely 

in favor in favor hsutral opposed opposed 

uCKnonto . 

6. How do you feel about the length of tins for advancement in-grade 
under the present systo a; 

jJbo About Ibo 

Short Right Long 

Kroa £-2 to £-3 

hw 2-3 to £-4 _ 

ttom £-4 to E-5 _ _____ _____ 

Kt v o $3 £-5 to E-6 _ __ __ 

Fi-osi Z~6 to E -7 _ „ 

Eroa JE-? to £-3 __ 

From £-8 to E-9 __ 

Comments. 

7. How do you fool about tho length of tdeic for advancement in-grade 
under the proposed systems 

Ibo About Too 

Short Right Long 

FxXm K-2 to £-3 _____ _____ _____ 

ITob £-3 to £-4 ______ _ 

From £-4 to £-5 



7. continued Tbo About Tbo 

Short Right long 

FTca E-5 to £-6 ______ _______ ________ 

Eron E-6 to E-7 

FTon f~? to E~8 

Erczi E-S to E-9 

Coraoents: _____________________ 

8. What off cot do .you fool the proposed advancement s/3 ten would have on: 

Improve Remain Got 
So m Vbrse 

morale _________ ________ 

leadership ability __________ 

supervisory ability _________ __________ _________ 

productive motivation ________ _____ _______ 

career retention _______ 

prestige of potty of floor _______ 

discipline ________ i _______ 

respect for the petty 

offiewr _____ _____ 

Comments* _______________ 

9. ibo reason most non want to advance in-grade is for tho increase in 

status. 

Strongly agree Agree Disagroo Strongly disagree 

10. Tho reason most non want to advance irv. grade is for additional pay. 

Strongly agree Agree Disagree Strengly disagree 

11. Real 3 tab’s begins with: 

BJb £-5 £-6 S-7 £-8 E-9 

12. I feel that each grade has the prestige that it deserves. 

Strongly agree Agree Disagree Strongly disagree 
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Do you fed that a graduated increase of pay vithin grade would be 
a bettor incentive to "ship-over" than tho variable "shipping-ovor" 
tonus presently in uso? 



14. Do you fed that the variable “shipping-over 11 boms retains people 
vho are more impressed with the amount of tho bonus than they aro 
interested in a career in tho tl&yy't 



CHAPIN V 



AKALX3I5 OF TIE 3U1V2X 

1b rxroporly analyse the acceptability within the enlisted ranks 
of tho proposed advancement system, a survey in the form of a 
questionnaire was conducted. The questions pertained to variables which 
wero related to both the present and proposed system. By examining tho 
opinions of a sample of enlisted personnel with respect to those variables, 
it was believed that tho effect that each system would have on the 
variables could be determined. In this naraier, a judgment could then be 
made as to what merit the proposed system would have compared to the 
present system in helping the Kavy retain competent and highly skilled 
personnel. 

The first three questions were of a general nature covering present 
grade and rating, time in present grade, and time in the ttavy, respectively. 
The fourth question was concerned with the number of people who ore asking 
or planning to make the Navy a career. Of the sample, 44, 9 w indicated 
that they do not plan to make a career of the Kavy. Of the sen in their 
first torn of enlistment (E-4 and below), over 50% definitely an not 
caroor-odnded, and approximately 30* ore undecided at this tiraa 
(Appendix B, Table 1). It is readily apparent that many skilled personnel 
in this sample will be lost before the Navy realizes a satisfactory return 
on its investment in these men. 



49 



50 

Tho fifth question doalt with tho proposal's major concept— -to 
proraoto non to higher petty officer grades on a basis of leadership 
ability as well as technical skill and to advance nen to higher pay levels 
within grade basod on technical ability, lb some dogroo, 69.2^ were in 
favor of tliis concopt as compared to l6£ who were opposed to it. Since 
only 4.4£ of the sample were definitely opposed, 95 saw cone merit in 
the concopt (Appendix U, Tablo 2). 

The sixth question was concerned with opinions with respect to tho 
length of time for advancement in- grade under tho present system. Each 
grade was presented separately to obtain any variation in opinions between 
lower and higher grades. A definite majority was of the opinion that the 
entire presont probation system with respect to tine is favorable 
(Appendix B, Tables 3-9). Approximately 30/* felt that tho time periods 
for pronotion to grados E-4 and E-5 are too short, tho so opinions wore 
distributed evenly throu^tout tho grades. Both grades S-4 and E-5 may 
be achieved in the first onlistaont and tho above indicates that there are 
a fair number of people who are of the opinion that perhaps personnel 
achieve these grades before they have the experience which is needed to 
assume this level of responsibility. 

Tho seventh question dealt with the length of time for advancement 
in-grade under the proposed system. Each grade was again presented 
separately to obtain any variation in opinions between lower and higher 
grades. V-ith respect to advancement to grade E-3, 53.3^ expressed tho 
opinion that tho length of time for advancement under the proposed system 
is adequate as compared to 29.3^ who felt that it is too long. (Appendix B, 
Tablo 10). The majority of those who oppressed tho opinion that tho time 
period is too long were in the lower grades. 
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Bio opinion was expressed by 47,4$ of the sample that the length 
of time for advancement to £-4 under the proposed system is adequate 
as compared to 43.4$ who indicated that it is too long (Appendix B, 

Bible 11). The majority of those who expressed the opinion that the 
time period is too long were in grades E-2 and E-3. 

The opinions for grades £-5 through E-9 were evenly distributed 
between adequate and too long with the advantage going to those who 
indicated too long (Appendix B, Tables 12 through 16); therefore, no 
significant conclusion can be drawn for the so grades. 

Comparing the opinions given with respect to time in- grade for 
the proposed system with those in the present system, it becomes apparent 
that many of those who indicated adequate for time in grade for the 
proposed system also gave the same response for the present system. 
Consequently, it can be concluded that either these respondents did not 
understand the two questions, or that they became biased with respect 
to the proposed system after examining the wage scale which is associated 
with it. 

Question eight listed several variables and the effect that the 
proposed advancement system would have on these variables. The majority 
felt that the following variables would improve under the proposed 
system: morals, leadership, supervisory ability, productive motivation, 
career retention, prestige, and respect (Appendix B, Tables 17 through 24). 
The chiof petty officers (E-7, E-3, E-9) indicated a high majority in the 
opinion that productive motivation and career retention would improve. 

Concerning discipline. 47$ felt that it would improve tinder the 
proposed system and 45$ indicated that it would remain the same (Appendix B, 
Tabic 23). 
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Item nine on the questionnaire stated that the reason most men 
want to advance in- grade is for the increase in status. Of the 
respondents, 65*8£ favored this opinion to sons degree (Appendix B, 

Table 25), 

Item ten stated that the reason nost men went to advance in grade 
is for additional pay. An overwhelming majority of favored this 
opinion (Appendix B, Table 26), 

I tea eleven asked the respondents in which grade real status begins. 
Iho majority of the opinions were evenly distributed among grades S-5* 

E-6, and 2-7 with the other grades receiving a substantially smaller vote 
(Appendix B, Table 27), Only 14, 9^ of the respondents indicated that 
the petty officer grade of E-4 has any status. In fact, from tho 
conclusion drawn above, there was a definite diversification of opinion 
to the grade where real status does begin. Looking back at the responses 
to item nine, it is obvious that most respondents are aware of status 
and want to advance to Increase their status. It could be concluded that 
the present advancement system does not offer the necessary tine to 
develop tho experience and maturity needed to ooroend a recognition of 
status at tho lower petty offioor levels. Time is considered to be a 
definite factor sinoe the respondents were of the opinion in item eight 
that an increase in time would improve leadership ability, supervisory 
ability, prestige, and respect— all characteristics of the measurement of 
status in a grade. 

To further justify the above conclusion, 6?. 5$ of the respondents 
to item twelve disagreed to some degree with the statement that each 
grade has the prestige it deserves (Appendix B, Table 28), 
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Question thirteen dealt with a graduated increase In pay as 
opposed to a variable 1 ' shippii lg-o vor • 1 bonus presently in use as a 
bettor incentive for roenli 3 traen t . Of the respondents, 52, 3^ favored 
the graduated increase in pay compared to y'r*9r who favored a variable 
''ahippdng-ovar' 1 bonus (Appendix 3, Table 29)* The upper grades favored 
toe graduated pay increase and to© lover grades favored toe bonus* 

The conclusion that can bo drawn is tliat younger won arc apparently noro 
attracted to lump sun c&sli payment, and older men arc mvo interested 
in a larger pay on a daily basis. 

In question fourteen, 66,5,’ favored too opinion that the variable 
"shipning-ovor" boms retains people who are more iianreosod vd.th the 
amount of maoy offered than with too idea of making a career of toe 
liavy (Appendix 3, Table 50)* The bonus is designed to retain first term 
enlistees~~p©ople in toe lower grades* A definite relationship exists 
between the opinions of this question and question thirteen in which 
toe lover grades favored the bonus. The conclusion could perhaps be 
drawn that many of the young aen who favor this bonus are, in fact, 
"shipping-over*' because of the nonoy and, therefore, my not do the job 
&3 efficiently as those who ’’ship-over 11 because they like toe Havy. 

Those people who ’’ship-over” because of too money nay eventually feel 
that they have too nuch time in service to terminate their service and 
vTould continue in a career that does not satisfy thorn. 

From this analysis, one can conclude that enlisted men in to© 
sample arc interested in an advancement system which will provide toon 
with petty officers who have the leadership ability and technical skills 
which are oossnensurate with too responsibilities of each grade level. 



They are also interested In a system which provides than with an 
increase in status and prestige at each increase in-grade and a wage 
scale that is oexaensurate with Job responsibility. It is apparent 
that they are of the opinion that a longer period spent at each grads 
level would provide the t.'avy with such a system j however, at loast half 
of tho respondents are unrecoptive to a lengthening of the time within 
each grade to the extent of the proposed advancement systca. This could 
be due to the fact that stagnation has occurred in a number of ratings 
at various grade levels, and there arc long periods of time between 
advancement. This, along with the present wage scale, causes hardship 
on thee and their families, end any increases in Minima tiso fox' 
advancement becomes unacceptable. 

The general reaction by the canple to the proposal in its entirety 
was favorablej however, there wan considerable objection to the Minima 
time for advancement to grades E-5 through E-9 under the imposed system. 



CHAPTER VI 



SUMHARI AND CONCLUSIONS 

His technological explosion of recent years has caused a vast 
change in the concepts of warfare . Ihe mission of the Navy has taken 
on new moaning and the weapons to complete this mission have grown in 
number and complexity, lb carry out this mission and to maintain these 
weapon systems, the Navy has expanded its forces and lias molded them 
into a highly skilled and efficient fighting team. 

A major challenge facing the Navy today is to keep this highly 
skilled and efficient fighting team 'Intact". Many of its skilled personnel 
are leaving the service for more attractive jobs in civilian industry and 
in Federal civil service. Positions in these industries offer more status 
and a higher wage scale. Prolonged separations from families and adverse 
living conditions lessen the attractiveness of a Navy career. Benefits 
which were previously enjoyed by the military have not kept pace with our 
rapidly expanding economy, and private industry and Federal civil sendee 
have either equaled or surpassed these benefits. On examining wage scales 
for comparable job responsibilities between private industry. Federal 
civil service, and the military, one finds that the military lags far 
behind in this area. 

Tho Navy has not been realising a fair return on its investment 
in tho initial four-year enlistment. To train a skilled technician 
requires many months of schooling and on- tho- job training. By the time a 
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san acquires the sld.ll and experience necessary to do his job properly, 
half of his enlistment is f ini shod. At the end of four years, private 
industry is ready to offer this nan far acre than the liavy can offer 
him. As a result, many of those men leave the military for better 
positions in private industry. 

In an attempt to counter this exodus of its highly skilled and 
competent personnel and to make the service more attractive as a career, 
the Navy utilizes a rapid promotion system. This system allows personnel 
to bo promoted rapidly in the first term of enlistment and to reach 
positions of responsibility in a short span of time. By being promoted 
rapidly, these personnel do not have a sufficient period of time in which 
to develop the experience and maturity which are commensurate with the 
skills and leadership these positions of responsibility entail. Because 
of this, authority and responsibility previously delegated to these 
enlisted positions have been centralized within the commissioned officer 
ranks. As a result, the status and prestige previously enjoyed by 
petty officers has deteriorated considerably. 

The present advancement system does not meet the challenge which 
faces the £a vy today. Rapid promotion has caused many of our ratings to 
become stagnant at various grade levels, lb alleviate this problem, 
billots have been added at those levels which, in turn, caused an over- 
population in many ratings. Over-population and stagnation does not 
present an attractive career incentive to a man who is just finishing 
bio first term of enlistment. 

In an attempt to find a solution to the Navy’s retention problem, 
a study was conducted on the advantages and disadvantages of a now type 
of enlisted advancement system. The entire structure is proposed to be 
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spaced over a period of twenty- five years so that a man will bo able to 
continue to advance to higher levels throughout his career. Ibis system 
proposes to expand the length of time spent within each grade to give a 
man the opportunity to gain additional experience before he has to assume 
the responsibilities of a higher grade. Within each grade, step levels 
are proposed, similar to those in the Federal civil service, at which 
point a nan can achieve a pay increase based on his technical skill. 

The system proposes to have a wage scale which is comparable to the same 
levels of responsibility in private industry. 

A survey was conducted with regard to the proposed system in which 
a sample of 250 enlisted personnel completed a questionnaire concerning 
both the present and proposed advancement systems. After analysing the 
questionnaires, it was concluded that enlisted men are interested in an 
advancement system which will provide them with patty officers who have 
the loader ship ability and technical skills which are commensurate with 
the responsibilities of each grade level. Furthermore, they are 
interested in a system which provides them with an increase in status and 
prestige at each level of advancement and a wage scale which is 
commensurate with Job responsibility . 

Tho majority of the respondents stated that the minimum time for 
advancement to each grade under the present system is adequate. Vdth 
respect to the proposed system, the majority of respondents stated tho 
opinion that the minimum tlmo for advancement to grades S~2 through 
is adequate; however, for grades £-5 through £-9* opinions were almost 
equally distributed between the time being adequate and too long. 

The majority of respondents felt that the status and prestige of 
the petty officer is not what it should be. They felt that the proposed 
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system would improve this by improving leadership ability, supervisory 
ability, prestige, and respect, They wore also of the opinion that the 
proposed system vould improve retention. 

Ihe pay scale of the proposed system presents a wage tahich is 
comparable to Job responsibility in private industry and Federal civil 
servico. The majoxdty of tho respondents favored tho opinion that such 
a wage scale would bo core advantageous than a "shipping-over" bonus and 
would allow them to assume a standard of living comparable to their 
civilian counterpart in our growing economy. 

From this pilot study, it is concluded that the proposed system 
would encourage tho retention of highly skilled personnel by offering 
them a wage scale commensurate with their job responsibility and tho 
status and prestige befitting their position. Therefore, it is recommended 
that further study be conducted to determine tho feasibility of adopting 
tho proposed advancement system by the military sex*viC33. 
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TABLE 1* 

LEVELS OF COMPETENCE ATTAINED 61 SONAR TSCHNICIAJiS DURING 

A FOUR YEAR EELXSTKEHT 



Column Definitional 

1. Months of Service 

2. Advancjwsnt in Eating (Tinos shown are the minivan number of months 
required to booono eligible for advancement to the next rate. Since 
advancement eccac&nataons arc given but talc© a your, only a few 
advancements coincide with the tine scale given.) 

3. Status 

4. Level of Conpetence 



1 


2 


3 


4 


3 nos. 


Enters Navy 

as SR 


Trainee and 

Travel (3 nos.) 


Attending recruit school 

(11 weeks) 


6 mos. 

9 nos. 


Advances 

to SA 


Trainee and 

Travel (7 nos.) 


Attsnding SO A School (23 
to 31 weeks). Length 
depends on whsthor chip or 
submarine designated and 
on the location of course. 
In addition to operator 
skills and procedures, he 
learns some basic 
electronics and hou to 
perform preventive 
maintenance. 


12 nos. 
15 nos. 


Advances 
to SH 


No vie© 

(12 nos.) 


Reports to ship, *tay epond 
first few months perform- 
ing mecs^cooking or othor 
nonrating-connoctod do tails. 


IS nos. 
21 nos. 


Advances 

to 303 




He needs OJT under ooespotent 
guidance to develop skill 
in equipment operation and 
maintenance. 









Rosicky, on, cit .. 



pp, 25-26. 
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TABLE 1~ Continued 



1 


2 


rk 


4 


24 nos. 




Operator and 


Can operate and perform 






Maintolner 


preventive maintenance on 


27 raoa. 




(6 raos.) 


his equipment. Needs only 
limited supervision. May 

attend technical maintenance 








cottrse on a specific 
equipment as soon as he 








advances to 302, 




Advances 
to S02 








Trainee and 


Attending Class C 






Travel (2 mos. ) 


maintenance course on 








specific oquljciQnt (6 to 10 
vooks) 


30 rsoss. 




Operator and 

Hovicc 


Be turns to ship uhoro ho 


33 nos. 




needs appropriate guidance 






Technician 


during tim it takes to 


36 n»s. 




(12 nos.) 


develop confidence and 

competence in his equipment 
maintenance, trouble- 


39 sos. 






shooting, and repair 
responsibilities. Also 
becomes a better operator 

and maintains? as a result 
of the course . 


42 n»s. 




Operator and 


Da comes qualified to 






Technician 


technically maintain his 


45 I»3. 




(6 aos,) 


equipment. If lie reonliots, 
needs and is normally sent 


43 nos. 






to SO B School to improve 
his technical background. 
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TABLE 2 



FIRST TERM KSEKUSTHSNT FIGURES BY RATING* 



Colurui Definitions: 

1. Relative Standing 

2. Potto Abbreviation 

3. Separations Eligible to Reenlist 

4. bo. Reenlisted 

5. Reenlistnsnt Rate 

iioto: Cumulative 1 July 1964 through 30 June 1965 



1 


2 


3 


4 


5 


1 


m 


2 


2 


100.0 


2 


SD 


127 


126 


99.2 


3 


MT 


361 


192 


53.2 


4 


CS 


969 


354 


36.5 


5 


TD 


122 


44 


36.1 


6 


TM 


677 


237 


35.0 


7 


AZ 


141 


47 


33.3 


8 


DS 


53 


17 


32.1 


9 


DK 


281 


90 


32.0 


10 


CY 


1863 


564 


30.2 


11 


PR 


203 


62 


29.8 


12 


Pii 


954 


232 


29.6 


13 


EO 


147 


43 


29.3 


14 


CT 


1093 


318 


29.0 


15 


PT 


56 


16 


28.6 


16 


UT 


73 


22 


28.2 


17 


Ki 


1690 


459 


27.2 


18 


MN 


59 


16 


27.1 


19 


HA 


332 


90 


27.1 


20 


FT 


1906 


499 


26.2 


21 


PH 


404 


105 


26.0 


22 


m 


1573 


402 


25.6 


23 


AC 


304 


77 


25.3 


24 


AK 


493 


122 


24.7 


25 


SK 


1447 


353 


24.4 


26 


SH 


414 


101 


24.4 



*iiosicky, on, cit . . pp. 22-23. 
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TABLS 2~~ Continued 



1 


2 


3 


4 


5 


27 


CM 


109 


26 


23.9 


28 


KM 


3955 


924 


23.4 


29 


SN 


1993 


450 


22,6 


30 


AX 


436 


SB 


22.5 


31 


ST 


3423 


7 63 


22.4 


32 


DU 


267 


53 


21.7 


33 


MU 


326 


72 


22.1 


34 


A3 


436 


96 


22.0 


35 


AO 


374 


191 


21.9 


36 


DT 


277 


60 


21.7 


37 


GM 


1132 


246 


21.7 


33 . 


ST 


1012 


218 


. 21.5 _ 


39 


QM 


~~77tT 


~T32T" 


21.1 


ko 


AM 


1925 


401 


20.3 


41 


JO 


127 

134 


26 


20.5 


42 


DM 


27 


20.1 


43 


DC 


453 


91 


20.1 


kk 


AD 


3010 


600 


19.9 


45 


AT 


1890 


373 


19.7 


46 


sm 


2486 


487 


19.6 


47 


SM 


67 8 


130 


19.2 


43 


m 


3470 


664 


19.1 


49 


1C 


1436 


265 


18.5 


50 


C3 


147 


32 


18.4 


51 


SF 


1333 


237 


17.3 


52 


AB 


1133 


199 


17.6 


53 


EA 


46 


3 


17.4 


54 


AS 


1250 


210 


16.8 


55 


BT 


2378 


335 


16.2 


56 


PC 


253 


40 


15.8 


57 


SW 


103 


17 


15.7 


53 


LI 


84 


13 


15.5 


59 


AG 


321 


46 


14.3 


60 


PM 


28 


4 


14.3 


61 


IM 


k8 


6 


12.5 


62 


PJ) 


2001 


233 


11.6 


63 


QM 


67 


7 


10.4 


& 


ML 


48 


5 


10.4 


65 

Overall Kavy 

(includes 

general 


m 


471 


46 


9.8 


rates) 




74224 


15373 


21.4 



«0MX1W (S3) KVHAHVSSIKHOD 




INDEX or AVERAGE EARNINGS ENLISTED* 
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Report to Secretary of Defense on Professional and Technical Compensation for Military 
:I, op. cit., p. 3-35. " " ‘ 



66 



Comparison of Total Earrings 
And Enlisted Basic Pay Increases* 




Figure 5 



Report to Secretary of Defense on Professional and Technical 
Condensation for Military Personnel , op. cit . , p. 3-33. 
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APPENDIX B 



RESPONSES TO THE QUKSTIONNAIM 
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Itan 4. Are you nuking the Navy your career? 



TABLE 1 

DI3EIISUTI0N OF RESPONSES TO MAKING TIL. HAVY A CAREER 



Grade 


lb. 


Xe s 


Ih 


Undecided 


£-9 


2 


Q.0£ 


0.0% 


100.016 


EJ3 


2 


100. 0# 


0.0% 


0.0% 


E-7 


8 


100.($ 


0.0% 


0 . 0 % 


£-6 


37 


TQM 


13.5% 


8.1% 


E-5 


47 


40.4# 


21.7% 


31.9J6 


E-4 


60 


21.7# 


55. 0% 


23.336 


2-3 


41 


7.3% 


63.4J6 


29.3% 


E-2 


52 


1.9% 


67.4# 


30.7% 


Total 

Sample 


249 


30.2% 


44.9# 


24.936 
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I tea 5. The proposal * s :sajor concept is to pro.'sote zaon to higher petty 
officer grades on a basis of leadership ability as well as 
technical sldll and to advance non to higher pay levels within 
grade based on technical ability, how do you feel about this 

concept? 



TABLE 2 



DISTRIBUTION 0? RESPONSES TO PROMOTION ON A BASIS OF LEADERSHIP 
ABILITY AND ADVANCEMENT TO HIGHER PAY LEVELS OH A BASIS 

OF TECHNICAL ABILITY 



Grade 


Ho. 


Definitely 
in Favor 


Somewhat 
in Favor 


Indifferent/ 

Neutral 


Sonowhat 

Opposed 


Definitely 

Opposed 


E-9 


2 


100.0# 


0.0# 


0.0# 


0.0# 


0.0# 


E-8 


2 


100.0# 


0.0# 


0.0# 


0.0# 


0.0# 


E-7 


8 


25 . 0 # 


25 . 0 # 


12.5# 


25 . 0 # 


12.5# 


B-6 


37 


35.1# 


35.1# 


5.4# 


16.3# 


8.1# 


E-5 


47 


42.6# 


34.0# 


9.5# 


14.9# 


0.0# 


E~4 


60 


26.7# 


36.?# 


25.0# 


8.3# 


3.3# 


E-3 


41 


36.6# 


36.6# 


21.9# 


4.9# 


0.0# 


£-2 


52 


32.7# 


32.7# 


11.5# 


13.5# 


9.6# 


Total 

Sample 


249 


35.1# 


34.1# 


14.8# 


11.6# 


4.4# 
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I ten 6. How do you feel about the length of tine for advuncemont 
in-grado under tho pro sent eystoa. 



TABLE 3 



DISTRIBUTION OF RESPONSES TO TtE LENGTH OF TB© FOR ADVANCEMENT 
FROM E-2 TO E-3 (PRESENT SXST31) 



Grado 


No. 


Too 

Short 


Aboui 

Right 


Too 

Long 


Undecided 


2-9 


2 


50 . 0 * 


50.0* 


0.0* 


0.0* 


E-8 


2 


100.0* 


0.0* 


0.0* 


0.0* 


E-7 


8 


25 . 0 * 


75.0* 


0.0* 


0.0* 


C-6 


37 


27.0* 


70.3* 


0.0* 


2.7* 


E-5 


47 


19.2* 


66.0* 


2.1* 


12.7* 


2-4 


60 


16.7* 


7 0.0* 


3.3* 


10.0* 


E-3 


41 


12.2* 


83.0* 


2.4* 


2.4* 


E-2 


52 


11.5* 


82.7* 


3.85* 


1.95* 


Total 

Saaplo 


249 


18.1* 


73.5* 


2.3* 


6.1* 
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I tea 6. Hew do you fool about the length of tin© for advancanent 
in-grado under the present systoa? 

TABLE 4 



DISlxlIDUHOtl OF RSSF0SSE3 TO TH3 LSEGT1I 0? TEE FDIt 

adyakcehest mcm e-3 to s-4 (kibsekt system) 



Grade 


lk>. 


Too 

Short 


About 

iiight 


•too 

Long 


Undecided 


E-9 


2 


50.0# 


50.0# 


0.0# 


0.0# 


3-8 


2 


100.0# 


0.0# 


0.0# 


0.0# 


£-7 


8 


50.0# 


50.0# 


0.0# 


0.0# 


E-6 


37 


40.6# 


56.7# 


0.0# 


2.7# 


£-5 


47 


36.1# 


49.0# 


2.2# 


12.7# 


D-4 


60 


26.7# 


60 . 0 # 


3.3# 


10.0# 


E-3 


41 


17.1# 


78.0# 


4.0# 


0.0# 


E-2 


52 


21.2# 


71.1# 


7.7# 


0.0# 


Total 

S^ple 


249 


29.4# 


61.8# 


3.6# 


5.2# 
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Item 6. Haw do you foal About tho length of tits© for advancement 
iiwgrado under tho present system? 

TALi £ 5 



T)ISTRI£tfnO«’ OP aSSPOitftS TQ.TilS LfiMGTH OP to in FOR ADVANCE- 
MENT FROM E-4 TO E-5 (PRESET SEEM) 







Wo 


About 


Wo 




Grado 


fcio* 


Short 


Right 


Long 


Undecided 


E-9 


2 


50.0# 


50 . 0 # 


0.0# 


0.0# 


D-3 


2 


100.0# 


0.0# 


0.0# 


0.0# 


E-7 


3 


50.0# 


50.0# 


0.0# 


0.0# 


E-6 


37 


24.3# 


73.0# 


0.0# 


2.7# 


8-5 


47 


36.3# 


46.7# 


42.5# 


10.5# 


s-4 


60 


13.3# 


7 3.4# 


8.3# 


5.0# 


E-3 


41 


14.6# 


78.0# 


4.9# 


2.5# 


E~2 


52 


21.2# 


63.5# 


11.5# 


3.8# 


Total 

Sample 


249 


22.9# 


66.2# 


6.1# 


4.8# 
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I teai 6. Haw do you fool about th© length of time for advancooont 
in- grade under the present system? 

TABLE 6 



DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIMS FOR 
ADVANCEMENT FROM 3-5 TO E-6 (PRESENT S3E3E31) 



Grade 


To. 


Ibo 

Short 


About 

Right 


Too 

Long 


Undecided 


3-9 


2 


0.0* 


100.02 


0.02 


0.02 


E-6 


2 


50 . 0 % 


50 . 0 % 


0.02 


0.02 


3-7 


8 


25 . 0 % 


75 . 0 % 


o.o2 


0 . 0 % 


£-6 


37 


16M 


81 . 2 % 


2 . 7 % 


2.7% 


3-5 


^7 


23 . 3 % 


63 . 9 % 


6.42 


6.42 


E-4 


60 


16.6% 


63.4? 


io.o2 


10.02 


£-3 


52 


17.3% 


65.42 


13 . 5 % 


3 . 8 % 


Total 

Senplo 


249 


13.1% 


63.72 


8.42 


4.82 
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Item 6. ik>v do you feel About the length of time for advancement in-grade 
under the present system? 



TABLE 7 



DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVAMC3MEHT FROM E-6 TO E-7 (PRESENT SEST2M) 



Grade 


Do. 


Too 

Short 


I! 


Too 

lang 


Undecided 


E-9 


2 


0.0# 


100.0# 


0.0# 


0.0# 


E-8 


2 


50.0# 


5 0.0# 


0.0# 


0.0# 


E-7 


8 


0.0# 


100.0# 


0.0# 


0.0# 


E-6 


37 


9.1# 


86.5# 


5.4# 


0.0# 


E-5 


47 


14.9# 


59.5# 


12.8# 


12.8# 


£-4 


60 


16.6# 


66.7# 


6.7# 


10.0# 


3-3 


41 


21.9# 


53.6# 


17.1# 


2.4# 


S-2 


52 


13.5# 


69.2# 


13.5# 


3.8# 


Total 

Saaplo 


249 


15.2# 


63.0# 


10.8# 


6.0# 
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I tea 6. How do you feel about the length of time for advancement 
in-grade under the present systan? 

TABLE 8 



DISTRIBUTION OF RESPONSES TO THE LENGTH OF HMS FOR 
ADVANCEMENT FROM E-7 TO E-8 (PRESENT S2STSM) 



Grade 


to. 


'ibo 

Short 


About 

Right 


Long 


Undecided 


E-9 


2 


0 . 0 * 


50.036 


50.0# 


0.0# 


3-8 


2 


0.036 


100.056 


0.0# 


0.0# 


£-7 


8 


12.536 


87.536 


0.0# 


0.0# 


E~6 


37 


8.1J6 


81.1J6 


5.4# 


5.4# 


E-5 


47 


17.136 


65.9# 


4.3# 


10.7# 


B-4 


60 


13.3/6 


61.736 


8.3# 


11.7# 


£-3 


41 


17,136 


63.436 


17.1# 


2.4# 


3-2 


52 


15.3# 


65.7£ 


13.4# 


5.6# 


Tbtal 

Sample 


249 


14.436 


68.7# 


9.7# 


7.2# 



f 
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Item 6, Ho w do you feel about the length of time for advancement 
in-grade under the present system? 

TABLE 9 



DISTRIBUTION OF RESPOMBSS TO TM LENGTH OF TIMS FOB 
ADVANCEMENT FROM E-8 TO E-9 (PRESENT SZSTfiM) 



Grado 


Ho. 


Tbo 

Short 


About 

Right 


Too 

Long 


Undecided 


E-9 


2 


0.0* 


59.0* 


50.0* 


0.0* 


E-8 


2 


0.0 


100.0 


0.0* 


0.0 


E-7 


8 


12.5* 


87.5* 


0.0* 


0.0* 


E-6 


37 


8.1* 


81.1* 


2.7* 


8.1* 


S-5 


4? 


14.9* 


66.0* 


4.2* 


14.0 


£-4 


60 


18.3* 


61.7* 


8.3* 


11.7* 


S-3 


41 


19.5* 


53.6* 


19.5* 


2.4* 


E-2 


52 


15.0 


65.4* 


13.4* 


5.8* 


Total 

Sample 


249 


15.3* 


66.7* 


9.6* 


8.4* 
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Item 7. I low do you fool about tha length of time for advanccaont 
in-grade under too proposed system? 

TABUS 10 



DlSmiKJTIOU OF RESPONSES TO TH3 LSKGTH OF TDOS FOR 
ADVANCEMENT FROM E-2 TO S-3 (PROPOSED SXSTEK) 



Grade 


Ko. 


Ibo 

Short 


About 

Right 


& 

Long 


Undecidod 


E-9 


2 


0.0# 


100.0# 


0.0# 


0.0# 


S-3 


2 


50 . 0 # 


50 . 0 $ 


0.0# 


0.0# 


E-7 


8 


0.0# 


5 0.0% 


12.5# 


37 . 5 % 


E-6 


37 


2 . 7 % 


&. 9 $ 


21.6# 


10.3# 


S-5 


47 


4.3# 


6 1.7% 


21.3# 


12.7# 


E-4 


60 


5.0# 


63.4# 


16.6# 


10.0# 


E-3 


41 


0 . 0 % 


53 . 6 % 


39 . 0 % 


7.4# 


£-2 


52 


0 . 0 % 


42.3# 


53 . 9 % 


3.9# 


Total 

Sample 


249 


2 . 3 % 


5 8 . 3 $ 


29 . 3 % 


9.6# 



* 
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I tea ?• How do you fool about the longth of tizso for advancement 
in-grado under tiio proposed system? 



TABLE 11 

DISTRIBUTION OF RESPOHSDS TO THE LSS&TH OF TEG FOR 
ADVA1MKSNT FROIf S-3 TO E-4 (PROPOSED SSSTKl) 



Grade 


No, 


' too 
Short 


About 

Right 


too 

Long 


Undecided 


E-9 


2 


0.0* 


100.0* 


0.0* 


0.0* 


E-8 


2 


50,05? 


50.0* 


0.0* 


0.0* 


E~7 


8 


0.0* 


50.0* 


37.5* 


12.5* 


S-6 


37 


9.6* 


54.1* 


29.7* 


8.6* 


S-5 


47 


4.355 


43.9* 


38.3* 


3.5* 


2-4 


60 


1.7* 


56.7* 


33.4* 


8.2* 


E-3 


41 


o.o* 


39.0* 


56.1* 


4.9* 


B-2 


52 


0.0* 


34.6* 


63.4* 


2.0* 


total 

Sample 


249 


2.8* 


47,4* 


43.4* 


6.4* 
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I ten 7. Bov do you fool about the length of tins for advancement 
in-grade under tho proposed systoK? 

TABLE 12 



DISmEUTTOII 05' RC3P0‘323 TO TH3 LBliGTH OF TIMS FOR 
ADYAJKSffSCT FROM S-4 TO E-5 (PROPOSED SS3T31) 



Grade 




'too 

Short 


About 

Right 


~ too 
long 


Undecided 


E-9 


2 


0.0* 


100,0* 


0,0* 


0.0* 


E-8 


2 


5 0.0* 


50.0* 


0.0* 


0.0* 


E-? 


8 


0.0* 


50.0$ 


25 . 0 * 


25 . 0 * 


E~6 


3? 


5. 4* 


43.3* 


43.3* 


8.0* 


E-5 


47 


2.1* 


53.2* 


36.2* 


8.5* 


£-4 


60 


1.7* 


45.0* 


50.0* 


3.3* 


E-3 


41 


0.0* 


53.5$ 


36.6* 


4.9* 


E-2 


52 


0.0* 


34.6* 


63.5* 


1.9* 


total 

Sample 


2'K? 


3.6* 


46.6* 


44.6* 


5.2* 
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Item 7. How do you fool about the length of tin© for advancement 
in-grado under the proposed system? 

TABLE 13 

DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIKE FOR 
ADVANCEMENT FfflM E-5 TO E-6 (PROPOSED SrSTSH) 



Grade 


Ib # 


too 

Short 


About 

Right 


too 

Long 


Undecided 


E-9 


2 


o.o$ 


100.0$ 


0.0$ 


0.0$ 


E-8 


2 


0.0$ 


100.0$ 


0.0$ 


0.0$ 


B-7 


8 


0.0$ 


37.5$ 


50 . 0 $ 


12.5$ 


S-6 


37 


2,7$ 


37.8$ 


51.4$ 


8.0$ 


E-5 


47 


2,1$ 


48.9$ 


42.6$ 


6.4$ 


E-4 


60 


1.7$ 


46.7$ 


43.3$ 


3.3$ 


E-3 


41 


2.4$ 


53.5$ 


34.2$ 


4.9$ 


3-2 


52 


0.0$ 


33.5$ 


57.7$ 


3.8$ 


total 

Sample 


249 


2.3$ 


47.0$ 


44.2$ 


6.0$ 
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I ten 7, How do you. feel about the length of time for advancement 
in-grads under the proposed system? 



TABLE 14 

DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIMS FOR 
ADVANCEMENT FROM E-6 TO S-7 (PROPOSED SXSTSM) 



Grade 


No. 


Ibo 

Short 


About 

Right 


Too 

long 


Undecided 


E-9 


2 


0 . 0 * 


100.0* 1 


0.0* 


0.0* 


E-8 


2 


0.0* 


100.0* 


0.0* 


0.0* 


£-7 


8 


0.0* 


37.5* 


50 . 0 * 


12.5* 


E-6 


37 


2.7* 


32.5* 


59.5* 


5.3* 


E-5 


47 


4.3* 


40.4* 


49.0* 


6.4* 


E-4 


60 


1.7* 


45.0* 


41.7* 


11.6* 


E-3 


41 


7.3* 


51.2* 


37.6* 


4.9* 


E-2 


52 


0.0* 


40.4* 


55.7* 


3.9* 


Total 

Sample 


249 


2.8* 


43.0* 


4?.4* 


6.8* 
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Item 7. tow do you fool about the length of time for advancement 
in- grade under the proposed system? 

TABLE 15 

DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIMS FOR 
ADVANCEMENT FROM E~? TO E-8 (PROPOSED SYSTEM) 



Grade 


ite> # 


Too 

Short 


About 

Right 


■acveseacssM 

Long 


Undecided 


£-9 


2 


o.o# 


0.0# 


100.0# 


0.0# 


E-8 


2 


50 . 0 # 


50.0# 


0.0# 


0.0# 


£-7 


8 


12.536 


25.0# 


50.0# 


12.5# 


£.6 


37 


0.0# 


40.6# 


51.4# 


8.0# 


s-5 


47 


4.3# 


49.0# 


33.3# 


8.4# 


S-4 


60 


1.7# 


48.3# 


33.4# 


11.6# 


2-3 


41 


4.9# 


43.8# 


41.4# 


4.9# 


E~2 


52 


0.0# 


42.3# 


53.8# 


3.9# 


Total 

Sanplo 


249 


2.0# 


45.0# 


44.2# 


8.8# 
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Item 7. How do you feel about the length of time for advancement 
in-grade under the proposed system? 

TABLE 16 



DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM E-8 TO E-9 (PROPOSED SYSTEM) 



Grade 


No. 


Too 

Short 


About 

Right 


Too 

Long 


Undecided 


E-9 


2 


o.o$ 


0 . 0 $ 


100 . 0 $ 


0 . 0 $ 


E -8 


2 


50 . 0 $ 


50 . 0 $ 


0 . 0 $ 


0 . 0 $ 


2-7 


8 


12.5$ 


25 . 0 $ 


50 . 0 $ 


12.5$ 


E-6 


37 


2.7$ 


35.2$ 


54.1$ 


8 . 0 $ 


E-5 


47 


4.3$ 


46.3$ 


40.4$ 


8.5$ 


2-4 


60 


0 . 0 $ 


51.7$ 


36.7$ 


11 . 6 # 


E-3 


41 


4.9$ 


5 1 . 2 $ 


39.0$ 


4.9$ 


E-2 


52 


0 . 0 $ 


40.4$ 


53.8$ 


5.8$ 


Total 

Sample 


249 


2 . 0 $ 


44.6$ 


44.2$ 


9.2$ 
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I tea 8. r&at effect do you feel the proposed advancement system 
would have on morale? 



TABLE 17 

DISTRIBUTION OF RESPONSES ON THS EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON MORALE 



Grade 


No. 


Improve 


Remain 

Same 


Get 

Worse 


No 

Opinion 


£-9 


2 


100.0)6 


o.o2 


o.o2 


0.02 


E-3 


2 


100.02 


o.o2 


o.o2 


0.02 


2-7 


3 


25.0* 


25.02 


50.02 


0.02 


2-6 


37 


48.62 


35.12 


10.32 


5.52 


2-5 


47 


55.32 


21.32 


21.32 


2.12 


2-4 


60 


53.32 


31.72 


13.32 


1.72 


E-3 


41 


58.62 


19.52 


17.12 


4.92 


E-2 


52 


53.52 


3^.62 


25.02 


1.92 


Total 

Sample 


249 


5 0.62 


28.12 


18.52 


2.82 
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Item 8, What effect do you feel the proposed advanconont system 
would have on leadership ability? 

TABLE 18 

DISTRIBUTION OF RESPONSES Oh* THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON LEADERSHIP ABILITY 



Grade 


toe 


Improve 


Roaain 

Same 


Got 

fbree 


No 

Opinion 


3-9 


2 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


3-8 


2 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


3-7 


8 


50.0$ 


37.5$ 


12.5$ 


0.0$ 


3-6 


37 


72.9$ 


21.6$ 


5.5$ 


0.0$ 


S-5 


47 


72.4$ 


21.3$ 


4.2$ 


0.0$ 


£-4 


60 


85.0$ 


11.6$ 


0.0$ 


3.4$ 


3-3 


41 


73.0$ 


14.6$ 


2.4$ 


4.9$ 


3-2 


52 


88.5$ 


7.7$ 


3.8$ 


0.0$ 


Total 

Sanplo 


249 


79.6$ 


15.2$ 


3.2$ 


2.0$ 



J 



I 
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I tan 8. What effect do you fool the proposed advancosent 3ystoa 
would have on supervisory ability? 



TABLE 19 

DISTRIBUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON SUPERVISORY ABILITY 



Grade 


No. 


Improve 


Reeiain 

Sane 


Got 

Worse 


Opinion 


E-9 


2 


100 . 0 J 6 


O.O 36 


0 . 0 $ 


0 . 0 $ 


E -8 


2 


100.036 


0.056 


0.056 


0 . 0 $ 


2-7 


8 


62.556 


25 . 0,6 


12.5$ 


0.0$ 


E.6 


37 


75.7 Jt 


21.656 


2.7$ 


0.0$ 


E-5 


47 


73.656 


19.356 


2.1$ 


0.0$ 


£-4 


60 


76.656 


16.656 


3.4$ 


3.4$ 


2-3 


41 


73.256 


17.156 


4.9$ 


4.9$ 


fi-2 


52 


8 O .856 


17.336 


1.9$ 


0.0$ 


Tbtal 

Sajuple 


249 


77.156 


18.156 


3.2$ 


1.6$ 
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Item 8. Khat effect do you fool th® proposed advancement system vould 
ha vo on productlvo motivation? 



TABLE 20 

DISTRIBUTION OP RESPONSES ON THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM OS PRODUCTIVE MOTIVATION 



Grade 


NO. 


Inprove 


Remain 

Sana 


Cat 

Wsrso 


i No 

Opinion 


E-9 


2 


100.0* 


0.0* 


0.0* 


0.0* 


E-8 


2 


100.05b 


0.0* 


0.0* 


0.0* 


E-7 


8 


50.0* 


12.5* 


37.5* 


0.0* 


E-6 


37 


48.7* 


40.6* 


8.1* 


2.6* 


E-5 


4? 


44.7* 


29 . 8 * 


23.4* 


2.2* 


E -4 


60 


56.6* 


31.7* 


3.3* 


3.4* 


E-3 


41 


53.7* 


24.4* 


14.6* 


7.3* 


E-2 


52 


51.9* 


32.7* 


13.5* 


1.9* 


Total 

Sasple 


249 


52 . 2 * 


30.5* 


14.1* 


3.2* 
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Iters 8 , What affect do you feel the proposed advancement 3 ystem 
would have on career retention? 



TABLE 21 

DISTRIBUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM OH CAREER RETENTION 



Grade 


No. 


Improve 


Retrain 

Same 


Get 

Worse 


No 

Opinion 


E-9 


2 


100.0% 


0.0% 


0.0% 


0.0% 


E-8 


2 


100.0% 


0.0% 


0.0% 


0.0% 


E-7 


8 


12.5% 


62.5% 


25.0% 


0.0% 


E-6 


37 


37.8% 


37.8% 


24.4% 


0.0% 


E-5 


47 


49.0% 


23.4% 


23.4% 


4.2% 


E-4 


60 


56.7% 


18.3% 


20.0% 


5.0% 


E-3 


41 


53.7% 


14.6% 


24.4% 


7.3% 


E-2 


52 


32.7% 


38.5% 


26.9% 


1.9% 


Total 

Sample 


249 


46.2% 


26.5% 


23.3% 


4.0% 
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Item 8 . What effect do you feel the proposed advancement system vjould 
have on prestige? 



TABLE 22 

DISTiilBUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON PRESTIGE 



Grade 


No. 


Improve 


Remain 

Same 


Get 

Worse 


No 

Opinion 


2-9 


2 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


2— S 


2 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


E-7 


8 


37.5$ 


50.0$ 


12.5$ 


0.0$ 


2-6 


37 


59.4$ 


32.5$ 


8.1$ 


0.0$ 


E-5 


47 


7 6.6$ 


14.9$ 


6.4$ 


2.1$ 


2-4 


60 


75.0$ 


15.0$ 


5.0$ 


5.0$ 


E- 3 


41 


58.5$ 


24.4$ 


12.2$ 


4.9$ 


£-2 


52 


63.5$ 


25 . 0 $ 


9.6$ 


1.9$ 


Total 

Sample 


249 


67.1$ 


22.1$ 


8.0$ 


2.8$ 
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Item 8. What effect do you feel the proposed advancement system 
would have on discipline? 

TAELS 23 



DISTRIBUTION OF RESPONSES ON THE EFFECT OF TH2 PROPOSED 
ADVANCEMENT SE3TSM ON DISCIPLINE 



Grade 


No. 


Improve 


Remain 

Same 


Get 

ivorso 


Opinion 


E-9 


2 


100.0/S 


0.0* 


0.0* 


0.0* 


E-8 


2 


100.0* 


0.0* 


0.0* 


0.0* 


E-7 


8 


25.0* 


62.5* 


12.5* 


0.0* 


E-6 


37 


45.9* 


43.7* 


2.7* 


2.7* 


£-5 


47 


> 49 . 0 $ 


40.5* 


6.4* 


4.2* 


E-4 


60 


5 1.6* 


41.7* 


1.7* 


5.0* 


E-3 


41 


41.4* 


43.8* 


4.9* 


4.9* 


E-2 


52 


44.3* 


51.B* 


3.9* 


0.0* 


Tbtal 

Sample 


249 


47.0* 


45.0* 


4.0* 


4.0* 



92 



Item 8 . .hat effect do you feel the proposed advancement system 
vould have on respect for the potty officer? 

TABLE 24 



DISTRIBUTION OF RESPONSES Oil TIE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON RESPECT FOR THE PETTY OFFICER 



Grade 


Ho. 


Improve 


Remain 

Same 


Get 

Morse 


No 

Opinion 


2-9 


2 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


E-8 


2 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


s -7 


8 


37.5$ 


50 . 0 $ 


12.5$ 


0.0$ 


E-6 


37 


59.4$ 


35.2$ 


5.4$ 


0.0$ 


E-5 


*7 


68.1$ 


21.3$ 


6.4$ 


4.2$ 


e-4 


60 


70.0$ 


25.0$ 


0.0$ 


5.0$ 


£-3 


4i 


51.3$ 


31.7$ 


7.3$ 


9.7$ 


S-2 


52 


59.6$ 


34.6$ 


3.9$ 


1.9$ 


Total 

Sample 


249 


62.3$ 


29.3$ 


4.4$ 


4.0$ 
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Item 9. The reason most sen want to advance in-grads is for the 
increase in status. 

TABLE 25 

DISTRIBUTION OF RESPONSES TO ADVANCEMENT IM-GRAD2 FOR 
INCREASE IN STATUS 



Grade 


to. 


Strongly 

Agree 


Agree 


Disagreo 


Strongly 

Disagree 


to 

Opinion 


S-9 


2 


0.0$ 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


E-8 


2 


0.0$ 


100.0$ 


0.0$ i 


0.0$ 


0.0$ 


E-7 


8 


12.5$ 


25 . 0 $ 


50.0$ 


12.5$ 


0.0$ 


E-6 


37 


32.5$ 


37.8$ 


24.3$ 


2.7$ 


2.7$ 


£-5 


47 


12.8$ 


5 1.0$ 


23.4$ 


8.5$ 


4.3$ 


£-4 


60 


15 . 0 $ 


53.4$ 


18.3$ 


8.3$ 


5.0$ 


S-3 


41 


17.0$ 


46.7$ 


21.8$ 


12.1$ 


2.4$ 


E-2 


52 


13.5$ 


51.9$ 


25.0$ 


5.8$ 


3.8$ 


Total 

Sanrple 


249 


16.7$ 


49.1$ 


22.8$ 


7.5$ 


3.9$ 
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I tan 10. The reason nest nen want to advance in-grade is for 
additional pay. 



TABLE 26 

DISTRIBUTION OF RESPONSES TO ADVANCEMENT IN-GRADE FOR 

ADDITIONAL PAX 



Grade 


He. 


Strongly 

Agree 


Agree 


Disagree 


Strongly 

Disagree 


Opinion 


S-9 


2 


50.0$ 


50.0$ 


0.0$ 


0.0$ 


0.0$ 


S-8 


2 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


0.0$ 


E-7 


8 


62.5$ 


25 . 0 $ 


0.0$ 


12.5$ 


0.0$ 


£-6 


37 


46,0$ 


43.2$ 


0.0$ 


0.0$ 


2.7$ 


E-5 


47 


51.0$ 


40.4$ 


4.3$ 


0.0$ 


4.3$ 


fi-4 


60 


56.7$ 


36.8$ 


1.6$ 


1.6$ 


3.3$ 


S-3 


41 


65.3$ 


31.7$ 


0.0$ 


0.0$ 


2.5$ 


E-2 


52 


44.3$ 


53.7$ 


0.0$ 


0.0$ 


2.0$ 


Total 

Sample 


249 


53.4$ 


40.6 $ 


2.4$ 


0.8$ 


2.8$ 
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Item 11. Real status bo gins with; 



TABLE 27 

DISTRIBUTION OF RESPONSES AT WHICH GRADE REAL STATUS 

BEGINS 



Grade 


No. 


E-4 


E-5 


E-6 


E-7 


E-3 


E-9 i 


No 

toiMont 


E-9 


2 


0.0$ 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


0.0$ 


0.0$ 


E-8 


2 


0.0$ 


0.0$ 


100.0$ 


0.0$ 


0.0$ 


0.0$ 


0.0$ 


E-7 


8 


12.5$ 


12.5$ 


50.0$ 


25 . 0 $ 


0.0$ 


0.0$ 


0.0$ 


e-6 


37 


5.4$ 


£1.6$ 


18.9$ 


43.3$ 


8.1$ 


0.0$ 


2.7$ 


E-5 


4? 


2.2$ 


21.2$ 


34.0$ 


32 . 2 $ 


2.2$ 


2.2$ 


0.0$ 


£-4 


60 


11.7$ 


31.6$ 


26.7$ 


21.7$ 


3.3$ 


0.0$ 


5.0$ 


E-3 


41 


21.9$ 


a.9$ 


24.4$ 


29.3$ 


0.0$ 


0.0$ 


2.5$ 


E-2 


52 


32.7$ 


30.7$ 


21.2$ 


9.6$ 


0.0$ 


5.8$ 


0.0$ 


Total 

Saraplo 


249 


14.9$ 


26.2$ 


26.5$ 


26.5$ 


2.3$ 


1.6$ 


2.0$ 
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I ton 12. I fool that oach grado has tho prestige) It deserves. 

TABLE 23 

DISTRIBUTION OF RESPONSES ID EACH GRADE HAS THE STATUS 

IT OBSERVES 



Grade 


Bo. 


Strongly 

Agro© 


Agroo 


Disagree 


Strongly 

Disagree 


No 

Opinion 


E-9 


2 


0 . 0 $ 


100.056 


0 . 0 $ 


0 . 0 $ 


0 . 0 $ 


S-8 


2 


0 . 0 $ 


0.056 


50.056 


5 0 . 0 $ 


0 . 0 $ 


E-7 


8 


25 . 0 $ 


25 . 0 $ 


50 . 0 $ 


0 . 0 $ 


0 . 0 $ 


S -6 


37 


5.4$ 


10.856 


43.6$ 


35 . 2 $ 


0 . 0 $ 


S-5 


4? 


6.4J6 


IG .656 


36 . 2 $ 


44.7$ 


2.4$ 


£-4 


6 0 


0.056 


16 . 7 $ 


46.6$ 


30 . 0 $ 


6 . 7 $ 


S-3 


41 


2.451 


34.356 


41.4$ 


14.6$ 


7 . 3 $ 


£-2 


52 


3 . 8 J 6 


46,256 


40.4$ 


5.8$ 


3.3$ 


Tbtal 

Sanplo 


249 


4.056 


24.556 


42,6$ 


24.9$ 


4.0$ 
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I ten 13. Do you feel that ft graduated increase of pay tdthin grade 
would be a better incentive to "ship over” than the 
variable "shipping over" bonus presently in use? 



TABLE 29 

DISTRIBUTION OF RESPONSES TO A GRADUATED INCREASE IN 
PAY AS INCENTIVE TO "SHIP OVER" 



Grade 


1 to. 


Yes 


Ho 


No 

Opinion 


E-9 


2 


100.0* 


0.0* 


0.0* 


F-3 


2 


50.0* 


50.0* 


0.0* 


E-7 


8 


62.5* 


25 . 0 * 


12.5* 


e-6 


37 


64.9* 


18.9* 


16.2* 


E-5 


47 


49.0* 


33.3* 


12.7* 


B-4 


60 


53.4* 


31.6* 


10.0* 


E-3 


41 


46.4* 


39.0* 


14.6* 


E~2 


52 


40.4* 


48.0* 


11.6* 


Total 

Sample 


249 


5 2.3* 


34.9* 


12.8* 






<t * ti tiif si m 
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I ten 14, Do you feel that th© variable “shipping over" bonus retains 
people xiio are ooro iaprossod with the amount of the bonus 
than they are interested in a career in the Navy? 



TABLE 30 

DISTRIBUTION OF RESPONSES ON THE EFFECT OF TIE VARIABLE 

"SHIPPING OVER" BONUS 



Grade 


No. 


les 


No 


No 

Opinion 


E-9 


2 


100 . 0 J 6 


0.055 


0 . 0 # 


3-3 


2 


100 . 0 # 


O.O 56 


0 . 0 # 


2-7 


8 


37.5# 


12.5# 


0 . 0 # 


3-6 


37 


73.4# 


18.9# 


2.7# 


E-5 


47 


74.556 


21.3# 


4.2# 


3-4 


60 


53.456 


23.4# 


18.2# 


3-3 


41 


48.8# 


34.2# 


17 . 0 # 


E-2 


52 


67.456 


23 . 0 # 


9.6# 


Total 

Sanple 


249 


66.356 


23.3# 


10.4# 
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